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PREFACE

The high cost to a company sponsoring an individual attending
a University Management Development Program makes it increasingly
important for company managements to make the most effective use of
such programs.

Not only do the financial expenses include those of

the program, but it includes the individual's salary while he is away
from his job.

Therefore,

if measurable results can be obtained from

such programs, and some obviously have, management can easily justify
their continued use.

Because of these things,

there has been an

interest in and an increasing number of studies of these programs by
companies and universities alike during the last five years.

Purpose of this Study

Although most studies have been concentrated for the most part
in similar areas by companies and universities, one area that seems to
have received superficial or no study is the observable "changes" in
participants in such programs after their return to their companies.
Obviously since a research study in this area can significantly in¬
fluence the overall evaluation of university programs,

the primary area

of investigation in this particular research study is therefore focused
upon an evaluation of these "changes".

The secondary objective of this

study is to examine the quantitative techniques employed by others in
previous studies of University Management Development Programs and the
impact of the results obtained therein upon both the participant and
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his company.
Finally,

it should be understood that an important purpose

of this research study was to take stock of university programs at this
point in time,

to learn the kinds of things about such programs that

are significant, and to generate hypotheses on observable "changes” in
/

the participants in such programs.

This study, then,

endeavors to add

to the existing body of knowledge of University Management Development
Programs and to point to the need for more research in other areas of
this subject.

What this Study includes

The chapters in this research study have been arranged so that
the first few chapters examine the results of the more recent studies
of Management Development Programs.

The remaining chapters establish

a framework for effectively developing the principal areas of investiga¬
tion in this thesis, the "changes" in the participants.

Also presented

are the implications of the measurable results obtained in this area
and the unveiling of new areas that may provide a basis for future
research studies.
Chapter I has been devoted to a general appraisal of university
programs as they evolved, program orientation and content versus the
emphasis on company needs, and the relative success of the programs as
viewed by companies and universities alike.
The striking similarity of the common purpose,

the contents of,

and the objectives of most university and non-university programs axe
reviewed in Chapter IX.

The information also presented in this chapi_v.i
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on corporate programs for management development in three companies
provides a basis for comparing them to university programs.
Chapter III describes the methodology employed in this research
study and provides an assessment of the initial results obtained,
Chapter IV reviewing the character of company reactions to university
programs.
Because of the importance assigned to the selection of execu¬
tives to attend university programs, Chapter V has been devoted to the
mechanics of selection and the implications of selection/promotion as
the company and the individual saw them.
The important area of the reactions of the individuals who
attended University Management Development Programs as reflected by
answers to a questionnaire is evaluated in terms of five categories
in Chapter VI.

Chapter VII presents similar data for a control group

of 25 of these men who saw changes in themselves.

The superiors,

associates, or subordinates in their companies reported on changes
they observed in the same men thus providing data for comparing the
changes seen by participants and others.
Chapter VIII presents the summary of results obtained in this
research study, conclusions reached, and future areas of investigation
that seemed to have emerged as this research study was brought to fruition.
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CHAPTER

I

INTRODUCTION
The Emergence of University Management Development Programs

After the Harvard Advanced Management Program was established
in 1943,

company emphasis on management development seemed to become

more pronounced and some years later Fortune reported that the
development of executives had assumed first place on management’s
problem list.*

As shown in the table below,

early in 1950 there was

an increasing growth in the number of University Management Development
Programs requiring residence of two weeks or longer at some of the
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more prominent universities.

TABLE 1
GROWTH OF UNIVERSITY PROGRAMS
Length in
Weeks

Program
Founded

College or University
Harvard University
U. of Pittsburgh
Stanford University
Columbia University
Cornell University
Hawaii University
University of Houston
Indiana University
University of Michigan
Northwestern University
U. of Western Ontario
U. of Pennsylvania

1r. J. House,

13
8
8
6
6
6
6
6
4
4
5
2

1943
1949
1952
1952
1953
1954
1953
1951
1954
1951
1949
1950

2,707
921
310
609
204
210
229
201
192
619
881
279

"A Predictive Theory of Management Development,'' p.l

University of Michigan, Ann Arbor, Michigan,
2K.

Participants
1949-1958

R. Andrews,

1963.

"Reaction to University Development Programs, '

Harvard Business Review, XLI(May-June,

1961),

p.

117*

2

The enrollment in all university programs reached a peak in
the mid 1950s and then decreased somewhat causing speculation as to
its cause.

From 1949 to 1958,

at least 2760 companies had sent more

than 10,000 executives to such programs at 39 universities in the
United States and Canada.

The total enrollment in these programs

for
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the period 1957 to 1962 is shown in Table 2.

TABLE 2
ENROLLMENT IN PROGRAMS,
Year

Number of Schools

1957
1958

36
39
35
34
33
32

1959
1960
1961
1962

1957-1962
Total Enrollment
2,004
1,752
1,661
1,637
1,528
1,514

Although there were more than 2,760 companies represented in
university programs
programs

by

from 1949 to 1958, one of the many studies of such

the Harvard Graduate School of Business Administration

revealed that 218 of these companies sent ten or more men to them.
These men held responsible positions in the various operating depart¬
ments in manufacturing companies,
mental agencies.

insurance, banking,

and in govern¬

The frequency distribution of participation by

these companies is shown in Table 3.

3
K. R. Andrews, "The Effectiveness of University Management
Development Programs," (1964 unpublished study. Graduate School of
Business Administration, Harvard University).
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TABLE 3
COMPANIES SENDING TEN OR MORE
PARTICIPANTS TO PROGRAMS, 1949-1958
Number of Participants
200
100
90
80
70
60
50
40
30
20
10

Number of Companies

or over
to 199
to
99
to
89
to
79
to
69
to
59
to
49
to
39
to
29
to
19

2
4
1
0
2
5
7
9
12
30
107
Total

Unfortunately,

,

179

information is unavailable on the relative participation

of small and large companies, but statistical data indicates a greater
degree of participation by large corporations such as the Standard Oil
Company of New Jersey which sent a total of 696 men to programs from
1949 to 1958.
By themselves,

these things were sufficient evidence that the

University Management Development Programs had made a great impact
upon the business climate.

The obvious question then arose.

companies participate in these programs because it is a fad,
need to "keep up" with other companies,

Do
do they

is this the way to attract

promising individuals to their companies,

is this the way that their

own executives can more effectively improve their capabilities?

^D. J. McCarthy, "Company Use of University Executive Programs,"
(unpublished Doctoral Thesis, Graduate School of Business Administration,
Harvard University,

1962),

p. 4.
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Universities were concerned with the answers to these questions as
well.

Will such programs rise to a high level of enrollment,

reach

a plateau as Table 1 implies and remain there - or will they drop off
slowly or rapidly if this is true?

Will there be a saturation point

wherein all the executives of companies have already completed such
programs?

Due to the constantly-changing competitive nature of the

forces operating within industry,
improved, updated,

these programs need to be continually

and aligned to meet the specific needs of executives

as new business techniques and philosophies emerge.
Then one might rationalize further and question whether the
quality of all of these programs is on the same level.

Obviously not,

for then it would not matter which university program the participants
would attend.
be judged,

One might ask on what basis should the university program

and to what extent the university facilities,

program content,

and faculty competence be realistically evaluated in terms of company
needs,

program utilization,

and past results obtained.

Although reactions of companies to University Management Develop¬
ment Programs

for this thesis research project is examined in detail in

a later chapter of this thesis,

the following general observations can

be made about all such programs.
The majority of industrial companies use these programs to do
what they cannot do well themselves - particularly for top management
individuals.

Others endeavor to maintain some degree of balance between

company and university type programs, while some rely entirely upon
university programs to to the entire job.

Many companies,

in contrast,

have become satisfied with less pretentious results when they use a

5

poor philosophy and non-objective approach in selecting the
types of programs to be used.

Often because the companies are

newly-formed or rapidly growing,

there are sudden demands for men

to man new operations requiring immediate utilization of university
programs to obtain company objectives.

Nevertheless,

there are many

companies that also have sent all eligible candidates to such programs
and then prefer to look back to see what real benefits have been
accrued before considering future programs for the next generation
of participants.

The results of this thesis investigation,

then,

may be of particular interest to them.
A large proportion of companies utilizing university programs
in the past to broaden the individual's background,
into human relations problems,

provide insights

and improve his decision-making

capacity have been forced to reconsider continued participation in
these programs because of budgetary pressures,

the company profit

squeeze,

and an increased emphasis by top management on in-company

programs

for management development.

It is clearly evident that

the costs of university programs are therefore continuing to receive
increased attention by most companies.
costs involved and program duration,

To illustrate the relative

it may be most interesting

to review these factors in a few of the more prominent programs at
this time.

The representative costs as

found in university brochures

6

S

of Michigan-5,
for books,

Harvard0,

tuition,

7

8

Cincinnati , Northeastern ,

and meals

and Columbia9

for each participant are shown in

Table 4.

TABLE 4
PROGRAM COSTS
University

Program Duration

University of Michigan
Harvard University
University of Cincinnati
Northeastern University
Columbia University

4
13
4
7

weeks
weeks
weeks
weeks

Costs
$1,200
2,750
885s
2,200
2,000

a
Does not include meals.

These expenses are representative of the majority of the costs a
company incurs in sending a man to one of the 39 university live-in
management development programs.

University of Michigan, Graduate School of Business Admin¬
istration, ’’Executive Development Program, 1964”.
£

tion,

Harvard University, Graduate School of Business Administra¬
"Advanced Management Program, 1963-1964".
^University of Cincinnati,

"Executive Management Program,

College of Business Administration,

19th Session,",

^Northeastern University,
"Management Development Programs,

Center for Management Development,
1964-1965”.

9Columbia University, Graduate School of Business,
utive Program in Business Administration”.

"1964 Exec¬
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It appears

from a review of these brochures that the partic¬

ular type of program and the role the faculty plays in it sharply
separates it from the conventioned graduate school program.

The

speed and the selectivity with which the subject matter is covered
and the emphasis on what happens to the student,

rather than what he

finds out,

seems to be the distinguishing characteristic between most

programs.

During several studies conducted by the Graduate School of

Business Administration at Harvard which are listed in the bibliography,
it was

found that faculty members seemed to be judged on their ability

to stimulate useful experience in the students rather than to be
judged on their academic rank or scholarly achievement.

These results

indicated that discussion is a more important medium for the exchange
of experiences among the participants

in the programs.

Perhaps one

might reason that the more favorable the participant's reaction to a
university program,
After all,

the more effective such a program might actually be.

it seems that the participant himself is the one person who

knows the most about the relevance of his program experience as an
executive or a potential manager.
Because of all these things,

companies in this thesis study

have given more recent attention to the appraisal of the effectiveness,
the usefulness over the long run,

and definition of results that can be

evaluated in management development programs.

Program Operation and Objectives - As Seen by Universities

Since 1957,

the Graduate School of Business Administration

at Harvard University has conducted far-reaching studies of the

reactions to these programs, participant selection,
influences, and other significant areas.
studies are those of Dr. K. R. Andrews

The most recent of these

(1961)10, Dr. Q. McKay (1961)11,

Dr. D. J. McCarthy (1963)^, and Dr. K. R. Andrews
unpublished.

job climate

(1964)^ which is

The results of these and other studies conducted at the

various universities have expanded efforts in new areas of investig¬
ation by individuals such as Dr. R. J. House^4, Dr. R. Powell^, and
various Harvard staff members.

The studies conducted by Drs. House

and Powell have also probed into areas such as university and company
reactions to university management development programs,

their impact

upon industry, and the effects of theory related to practice.
Dr. Andrews of Harvard University has characterized university

■^Andrews,

"Reactions to University Development Programs," XLI.

Hq. McKay, "Impact of University Executive Development
Programs on Participating Executives," (unpublished Doctoral thesis,
Harvard University, 1961).
x^McCarthy
■^Andrews, "The Effectiveness of University Management DevelopMent Programs,".
14House
15r. Powell, "The Role and Impact of the Part-time University
Program in Executive Education,", Graduate School of Business Admin¬
istration, University of California at Los Angeles, 1963.

program objectives in the following manner.

16

"...to determine the particular character of the
program, to distinguish it from others, to make
its objectives appropriate to available resources,
to the character of the clientele chosen, and to
the kind of effect it has elected to attempt....
It is in the university*s own interests to select
less general objectives and to differentiate its
program from some or all the others.
It will
change with the improvement of management practice,
with the needs of the programs consciously cultiv¬
ated clientele, and with the advances in knowledge
and techniques developed for management."

Types of University Programs

At this point,

it is desirable to examine some of the

interrelationships of programs, of some company impressions, and
areas that universities seem to feel are important.
Dr. Andrews,

According to

if a company should thoroughly investigate all types

and varieties of university management development programs available
it would find widely varying levels of quality and subject matter.
Companies,

in general,

have had little direct Influence on

either the type of subject matter in the courses available or the
extent to which the material

is covered in a curriculum.

Perhaps

this may be attributed mainly to industrial companies feeling that
education is a function inherently falling to universities.

As a

result, many management development courses used in these programs
tend to emphasize study of or a concentration in a few or most of

16Andrews,

"The Effectiveness of University Management

Development Programs,",

chap. VI,

p.

15.

^Interview with Dr. K. R. Andrews, March 11, 1965.
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the following subjects:
Human Relations and Labor Relations
General Management Theory, Decision-making
Marketing Management
Production Management
Long Range Planning and Financial Management
Accounting Management and Business Controls
Social, Economic, and Political Interactions in Business
Personal Development, Psychology, Conference Leadership,
and improvement of personal skills

On the other hand,

companies have criticized university programs

tending to emulate those which are successful and others

for failing

to orient the subject matter to fulfill the needs of specific industries.
Conversely,
the needs

universities have frequently found it necessary to define

for programs and to establish those ehey feel will meet the

actual needs of the larger segment of industry.
acters of many university programs,

therefore, have largely been estab¬

lished to distinguish them from others,
available academic resources,

The specific char¬

to align their objectives to

and to reach the objectives which they

have established.
The similarities of some of the university programs may be
attributed to the influence they have upon each other,
interchange of knowledge,

the constant

a common perception of defined needs,

and

a general recognition by industry that narrowness of viewpoint and
specialization of business inherently restricts industry's realistic
appraisal of management development programs.

Typical of these

similarities in university programs are those that may be found in
brochures of prominent programs at leaaing universities in i964.

The following quotations from brochures of Columbia 18
and Northeastern

it)

Michigan 19,

will illustrate this point.

Columbia University.
"To acquire new approaches and attitudes for
forcefully meeting administrative problems in their technical and
human aspects.
To analyze policy problems from an organization wide
rather than from a departmental point of view.
To develop a broader
understanding of the influences of today’s economic-political-social
environment on business and on the men who make policy decisions.”
University of Michigan.
"To broaden the understanding and appreciation
of business functions, and of economic forces which influence generally
all types of industry...aid the participant through increasing his
knowledge and appreciation of business functions and operations in
fields other than his own; improving his ability to analyze and to
solve problems from the viewpoint of his company as a whole; enlarging
his understanding of the important economic and social forces which
affect the environment in which the modern corporation operates;
stimulating his continued interest in the study of the American
economy and of Business Administration.M
Northeastern University.
"To satisfy the practical needs of middle
level managers whose judgment and decisions have a significant impact
on profitability....Expanding his grasp of business problems; increas¬
ing his own immediate productivity and that of subordinates; employ¬
ing modern quantitative tools in reaching decisions and attaining
goals; and participating more efficiently in broader tasks through
a better understanding or organization and responsibilities."

In this thesis study, it was found that there were supporting
reactions on the part of companies which indicated that such program
i

objectives established by universities generally emphasized prepar¬
ation for top management positions through a broaaer comprehension of
the problems of the company as a whole and of its organization.

~uColumbia University
■^University of Michigan
20

Northeastern University

In

12
addition,

tne brochures of tae more popular university programs

mentioned previously seemed to stress the importance of the human
aspects of the organization,

the "broadening" of participants,

socio-economic aspects of business,

the

and the broad based view of

the business problems in their entirety.
Some of the programs at liberal arts colleges,

ranging in

length from two to fourteen weeks, have been specifically established
to broaden executives.

Representative of this

is the Dartmouth-

Williams program which has continued to experiment in the ways of
using the Humanities

to broaden Bell Systems executives and other

participants having predominantly technical backgrounds."^

The

principal objectives of such programs are to broaden the partici¬
pant's interests,

to sharpen his awareness of social,

and economic factors,

and his place in them,

political,

and to lay the ground¬

work for a sustained program of personal self-development.
excellent results have been obtained,
program,

Although

the demand for this type of

for some reason, has declined somewhat since mid 1950.

Because of the scope of this thesis investigation,

there has been

*

no attempt to assess the cause of this change,
a study may be.

provocative as such

During his investigation of program utilization,

Dr. McCarthy also found that industrial companies are emphasizing
the use of programs to increase and better understand management

-1A. 2. Jensen, J. M. Barnett, et al, "Dartmouth-Williams
experiment, Interim Report," Bell Telephone Company, New York, N. Y.
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problems

from the corporate standpoint rather than to broaden the

participants.

22

Programs currently in operation at most universities embody
one of three methods

for presentation and study of the subject matter

within the curriculum:

(1)

case studies,

ation of case studies and lectures

(2)

(hybrid^.

lectures,

(3) a combin¬

a concise summary of

some of the programs having the greatest number of participants is
presented below.^
Harvard Advanced Management Program, 13 weeks in length, given twice
yearly, 150 ..ar ticipants per session (average age 43.8 years), method:
case studies; emphasis is on preparation for top management responsib¬
ility through a broader comprehension of the problems of companies as
a whole, interrelationship of companies to their environments, and
awareness of human aspects of the organization and business leadership.
_C0jLujnb_ia Executive Program in Business Administration, 6 week program
given twice each summer, 50 participants per session (average age 45.7
years), method: hybrid; emphasis is to prepare key executives for
increased responsibility, to enable them to function more effectively
in their positions, and to provide mental stimulation and increased
knowledge.
Stanford Executive Development Program, 8 weeks in length, given once
yearly, 50 partici ants per session (average age 44.7 years'), method:
lecture; emphasis is on an expanded consciousness of the political,
economic, and social influences which affect the conduct of business
and development of business policy.
University of Michigan Executive Development Program, 4 v.-eeks in lengtn,
given once yearly, 45 participants per session (average age 42.S years),
method: primarily lecture; emphasis is on understanding relations
between specialized activity and the work of other departments of a
company, broadening the understanding of business functions, and or
economic and social forces generally influencing all kinds of industry,
and to increase participants1 knowledge of and appreciation of the
functions outside his own field.

2?

ilc Car thy,

7o.

^Interview with Dr.

K.

R. Andrews, March 11,

x965.

The similarity of objectives in these university programs
is apparent.

The dissimilar elements of the areas indicated may b

due to influences not readily seen by the universities but which
are examined

in conjunction with company reactions to these

programs in a later chapter.
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CHAPTER

II

NON-UNIVERSITY PROGRAMS

From time to time, various journals and periodicals have
presented informative articles on many types of management develop¬
ment programs and the beneficial results that have been obtained,
the most recent of which are listed in the bibliography.

VJhile it

is obviously impractical to describe every possible type of non¬
university program,
quality,

content,

it may be noted that they vary widely in their

objectives,

and methods of presentation.

Objectives of these Programs

The common-purpose of such in-plant programs,
tures,

and seminars is quite obvious.

special lec¬

They inherently have as import¬

ant a place in the educational process in a company as in the univer¬
sity programs to develop executive capabilities and knowledge in the
student.

What these programs have always presaged is the contiguous

purpose of affecting thought,
character,

outlook,

attitudes,

and individual

and of linking these to optimal decison-making and leader¬

ship within the company environment.
volved important to a company,

Not only are the economies in¬

but the feasibility of programs of this

nature is significant from a practical standpoint.
It was

found that institute or seminar programs that are most

often used by companies range in length from a day or two to a max-

Andrews,

"The Effectiveness of University Management

Development Programs,",

chap.

II,

p.24.
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imum of a veek.

They cover such subjects as marketing, transport¬

ation, electronic data processing, and personnel relations.

Among

the institutions presenting such programs are the American Management
Association, the National Training Laboratories, and the Brookings
Institution.

2

in addition to fulfilling company short-term needs in

this manner, many companies have also established their own in-plant
programs to develop engineering, manufacturing, and general adminis¬
trative personnel for future advancement and to help them perform their
present duties more effectively.

Corporate Programs

Some large corporations such as E. I. duPont de Nemours and
Company, General Electric Company, and the Internation Business Mach¬
ines Company have established corporate programs for management devel¬
opment which are largely patterned after many of the more popular
university programs*

The predominating evidence obtained during

this thesis research study indicates that universities tend to limit
excessive representation from any one company in university programs
in order to achieve the desired participant balance from various
industries.

As a result,

the majority of corporate programs coming

into being were prompted by the impossibility of a company sending
more than a handful of men each year to programs such as those at
Columbia, Harvard, and Stanford.

“Interview with Director of Industrial Relations, American
Machine <$e Foundry Co., June 2, 1964.
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The three company programs which are now described exemplify
the nature and extent of the most successful corporate management
development programs.

Although the volume of information obtained

concerning them has been condensed and paraphrased to some extent
for rapid review,

it illustrates what some of the major companies

are doing in this area.

The International Business Machine Company Program^

With the rapid growth both in gross company profit and the
number of employees from 1951 to 1960, it became apparent to top
company management that the number of men who were prepared to move
into key positions was limited.

In addition, with the advancements

in the field of electronics and its potential expansion and applic¬
ation to company products and growth of nev; product markets, company
management recognized the need to establish a program to provide a
continuous pool of managerial talent.

Previously, most of the manage¬

ment personnel came from operating divisions under the centralized
type of operations.

TJith the advent of decentralization, each division

began to operate autonomously with decision-making resting with the
division managers.
While the need for executives grew because of the assumption
of broad responsibilities for directing operations in these auton¬
omous groups,

it seemd to be increasingly difficult for one man to

have a comprehensive understanding of all functions in these operations.

■^International Business Machines Corporation, "IBM r.xecutive
Development Department: Its Purposes and Programs," and interview witl.
the Director of the Qands Point, Port Washington, N. Y. Center, June
1964.
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Because of previous specialization, many divison managers had
lacked a full and complete knowledge of how other departments oper¬
ated and how to merge their individual efforts to serve the company
as a whole.

Thus,

the company found it necessary in 1957 to develop

programs to discover and understand the needs of each organization
in the company and to look inward and outward for guidance in them.
The inital program to accomplish this was developed with the follow¬
ing purpose in mind:
"To determine the company's executive requirements in as
much detail and as far in advance as possible.
To evaluate the potential within IBM for fulfilling these
requirements.
To establish and conduct programs to develop this potential
so that there is always an adequate pool of executive
talent to meet growing needs.
To assist top management in using executive talent with
the greatest possible effectiveness." ^
After an extensive evaluation of the large body of information ob¬
tained from within and from without IBM,

certain general criteria were

established by the corporate officers and the President of the company:
"To emphasize superior teaching; to select recognized author¬
ities who are vital, compelling lecturers and discussion leaders.
To emphasize teaching methods that require active participation
rather than mere listening by students.
To maintain a climate favorable for free discussion.
To provide a rigorous schedule of study, so that students
can continue to exchange ideas and share the learning
experience outside the classroom.
To make the class groups small."

^International Business Machines Corporation
^International Business Machines Corporation

19
This philosophy was validated by a number of company executives
attending programs

for management development at a number of univer¬

sities in this country.

With an integration of all the viewpoints

of those contributing information from within and without the company,
four general types of programs now described evolved.

The Out-company Education for top Executives
"The principal objective of this program is to give the exec¬
utives the opportunity to participate in broadening education activ¬
ities offered by universities and institutions outside the company.
They encompass areas such as economic theory, international affairs,
political theory, and the business environment, emphasizing the
exchange of ideas with senior executives of other companies.
Some of
the universities in which the executives participated were Harvard,
Carnegie Tech, M. I. T., Columbia, Cornell, Stanford, and many
others" ^
The Executive School
This particular program is designed especially for men in
middle management positions who are assuming more responsiblity such
as in plant or laboratory management.
It has the special objectives:
"To develop in each executive a greater awareness and under¬
standing of, and sensitivity to, the problems of managers and decision¬
making from the company-wide viewpoint.
To introduce modern concepts of the business corporation
as a dynamic economic system.
To develop a deeper understanding of the nature of indiv¬
idual and group behavior within the business organization.
To help each man gain a better understanding of the rapidly
changing social, political, and economic environments within wnich
business must operate, with particular emphasis on national goals
and purposes.
To review the IBM corporation, its structure, its functional
departments and its decisionsj and the relationships that exist among
these various areas of the business.
To develop a greater spirit of cooperation and understanding
among executives in different areas of the business through acquain^-

^international Business Machines Corporation

2b
ance and association.
To enable these men and senior IBM executives to become
better acquainted with, one another.
To assist in the identification of men with outstanding
quaiifications for further promotion." ?
Duration of this course is a six to eight month period, including
two three-week periods of residence study at Sands Point.
The prin¬
cipal plan of study consists of courses in the Business Enterprise,
the Business Environment, Corporations, Economy, and National Policy.
Other subject areas examined include the Individual and the Organiz¬
ation, and Decision-making.

me Management School
The major objectives of the Management School for top execu¬
tives are as follow:
"To assure a greater awareness of the broad corporate aims,
ideals, and principals on which significant decisions for the success¬
ful development of the IBM corporation have been based.
To improve the manager's understanding of the policies and
practices which stem from these principles, and to acquaint him with
management challenges of the future.

ledge,

To assist the managers in developing the necessary know¬
orientation, insights, abilities, and attitude to manage

managers effectively." ®
The course requires four consecutive weeks of resicent study dealing
with basic management problems encountered in operating within the
framework of IBM philosophies and policies.
Lecturers ana discussion
leaders are precominantly from inside the company; topics covered
include IBM philosophies. Human Relations, and Management Policy.

The Executive Resource Service
11 The Executive Development Department, in addition to its
educational services, also helps the Divisions make the irost e^-ect
ive use of the company's available executive resources.

‘

International Business Machines Corporation

^International Business Machines Corporation
^International Business Machines Corporation
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Among
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other functions,

it provides

information on each man's work record,

educational background, managerial appraisals, Executive Develop¬
ment staff reports, peer impressions, personal interest question¬
naires and responses, and other significant data as required.

Teachers and Teaching

The philosophy embodied in these courses considers accepted
approaches that are used in such as as in the interpretation of
financial reports,

and the multitude of possible answers to problems;

the emphasis is not on an answer, but a way of thinking.

The instruc¬

tion techniques used are of the following types:
"Case Studies - From actual business episodes to illustrate
an important problem or group of problems.
Lecture-Discussions - Encourages questions and group
discussions.
Role-playing - Case study technique with class members
playing roles of key figures in the case.
Business Simulation - Simulated models of business environ¬
ments are used to gain personal experience in making difficult
decisions under realistic circumstances.
Written and oral presentations - Contributes to the student's
learning of the subject under scrutiny and developing their
proficiency and organizing their thoughts and communicating
more clearly.
Reading assignments - Selected materials complement class
sessions." 10
Instructors are staff members, IBM executives speaking in leading
fields of specialization, distinguished university professors and
other visiting lecturers who are recognized authorities in their fields.

Evaluation of Participants
The programs are largely structured to develop the evaluation
of the student.

His performance is continuously reviewed during nis

10 International Business Machines Corporation
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attendance in the various programs.

For example,

at Sands Point

the student takes a battery of thirty different psychological tests
at the beginning,
addition,

during,

and upon completion of the program.

In

his performance and progress is reviewed by staff members.

Both he and his classmates complete questionnaires about each other,
and frequent opportunity exists
staff members.

In this way,

for joint periodic discussion with

the men are given the opportunity to

obtain new guidance in establishing goals and further personal
development,

to gain a deeper insight into their special abilities

and capacities,

and a further understanding of executive responsib¬

ilities .
"The entire program emphasizes a cross-fertilization of
ideas,

free-ranging discussions, probing inquiry,

and factors

underlying decision-making rather than acquiring knowledge of what
decision-making tools should be used."

11

These things,

epitomize the character of the programs of this company.

11 International Business Machines Corporation

then,
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The General Electric Company Program

"Shortly after assuming the presidency of General Electric,
Mr.

Cordiner instituted his program of decentralization which was to

change the structure of the company from fifteen decentralized oper¬
ations to more than one hundred operating departments,
own largely autonomous management team.

each with its

It was not surprising that

his philosophy at that time was...that managers may be the limit of
General Electric's growth."

The company,

then, was confronted

with the problem of developing a great many more managers to meet
the predicted growth of the company and to satisfy the needs of
decentralization.

At this

time,

"The character of managing was

itself

changing under the combined impact of the character of the work force,
technological change,

the international competition, and the growing

importance of external relationships between a company and other
institutions of society."

13

In the fall of 1951,

a study team of consultants inside and

outside the company who were experienced in organization,
relations,

psychology,

employee

and education began a three-year study to

evaluate management development needs.

This resulted in the estab¬

lishment of a company-owned management institute to permit research
into and to accelerate the manager education program in managerial
development.

Previously,

the company had utilized programs available

at various university schools, but the enrollments permitted in these

■^General Electric Co.,

"The Crotonville Story,

Development and business Education Services, hew ^ork,
l^Generai Electric Co.

Management
1^6^+.

schools were inadequate to satisfy the intended numbers of company
men now expected to need this training.
conducted,

As a result of the study

the first Advanced Management Course in the company started

on January 3,

1956.

When decentralization of the company was still in process,
major emphasis

the

in this course was on the philosophy and practice of

decentralization and the work of the professional manager.
these concepts came to be better known in the company,

Later as

the focus

shifted to an analysis of the major environmental trends and their
impact on the future of managing in a decentralized company.
general,

In

it was oriented toward a consideration of the work of man¬

aging and the impact of environmental forces on managing.

The

specific aims of the program set at this time to ''make the company the
best managed company" l*4 were as follows:
"Widen managerial perspectives, and increase individual
understanding of the company through extended association
with men from other companents.
Increase concern for the environments, both international
and domestic,

in which the company operates.

Help participants understand current and future company
objectives.
Study elements of an approach to managerial work that
promises continuing value with the company structure.
Stimulate participants to continue
these kinds of self¬
development after leaving the course - both individually
and with their associates."
This course was unique in industry for its scope,
approach to managerial work,

length,

and its

securing some of the best lecturers in

^General Electric Co.
l^Qeneral Electric Co.
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business,

education,

half years

and the government.

During the five and one-

from its inception in 1956 until its final graduation in

May of 1961,

the Advanced Management Course operated on a virtually

non-stop schedule for 24 classes,

graduating 1,502 of the company's

managerial and professional employees.
had varied in its duration
participants

During this time,

(nine to thirteen weeks),

(fifty to eighty),

the course

in the number of

and in the material it emphasized.

Since such a large number of its personnel had attended this
program,

it was decided to cease this function and to reassess the

overall company's needs and the latest thinking and curriculum plan¬
ning at leading business schools,
Management Course.

So,

uation of the program,

and the shaping of a new General

for two and one-half years,
conferences with educators,

a critical eval¬
and liaison with

knowledgeable experts in many fields result in a new course being
started in January 1964 within a new framework.
Like its predecessor,

the General Management Course lasts

thirteen weeks and encompasses much of the original environmental
studies.

However,

its focus is on potential general managers

(or equivalent positions) as participants,

and the contents oi the

course is selected for relevance to the work of general management
in the company.

This course operates only on a twice-a-year basis

with courses in the Fall and Spring as contrasted to tne continuous
sessions of the previous program.

The first of the three-part

course examines the work of tne general manager,

the problems his io

likely to encounter and the resources at his disposal to deal wit.,
them,

and a framework for his business planning.

Tne second six-

week session is a condensed version of the former nine-week
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Advanced Management Course reviewing the environmental changes and
broadening the manager's viewpoint.
social,

political,

This includes a review of the

and economic trends in the nation and the world

that are likely to have an impact on business planning in the next
decade.

In the final four weeks,

the participants are challenged

to apply their experience, and the new insights they may have gained
from the course thus
sixty cases).

far, using the case study approach

In this approach,

there is no lecturing.

(fifty to
It is used

because of its great success at some of the country's leading grad¬
uate schools of business administration.
As

the requirements for managing and the company's business

needs change,
behavior,
devised,

as the social sciences reveal new insights into human

and as new management studies are undertaken and experiences
the General Electric Company wil continually adapt itself

to these changes.

27

The Westinghouse Electric Corporation Program

The Westinghouse programs are essentially aimed at implement¬
ing effective personnel development of the managerial personnel in
the company.

Since the Educational Center in Pittsburgh had been

used for many years to instruct college graduates in the Student
Training Program of the company,

it seemed logical to use it for

programs in management development as well.
the courses that Westinghouse uses
been given at the Center.
embrace three areas:
ment Programs,

Consequently, most of

for management development have

The courses aimed at career development

General Management Programs,

and Management Skills Programs.

Business Environ¬

These in turn are

devised for four levels of management.

Upper Management
Middle Management
First Level Management - Experienced
First Level Management - New

Upper Management
The Advanced Management Course which is in the process of
development is aimed to meet the needs of upper management.
However,
information concerning it is not yet available but it undoubtedly
will be given at the Educational Center upon its finalization.
Men
selected for the Advanced Management Programs presently attend univer¬
sities having programs meeting the needs of Westinghouse - Harvard,
Columbia, Michigan, and other selected universities.
The third part
of this program for upper echelon men, the Westinghouse Policy Course,
is primarily aimed at upper level managers and high potential middle
management men with enrollment limited to fifty participants.
Its
specific character

is developed:

"To provide an understanding of the objectives and policies
of all major company functions, affording an opportunity for
participants to discuss and to question reasons for policies,
to suggest ways they could be improved, and to suggest areas
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where company policy seems to be lacking; to promote
integration of corporate goals and objectives." 1 6
Faculty members consist of senior corporate executives and senior
staff executives, and managers reporting to them.

Middle Management
The Middle Management Program consists of courses such as
Economics, New Concepts in Management and Science with specific
instruction in the Management Laboratory in Organization Relations,
Business Management, Middle Management (at universities). Management
Functions and Policies, and Advanced Manufacturing Management.
This
program has specific objectives as follows:
"To improve the management performance of participants with
study of manufacturing
objectives, policies and practices,
discussion of the fundamentals of management and application
to manufacturing; to improve skills^in manufacturing plan¬
ning, operating, and controlling." A ^

First Level Management -

Experienced

These programs are essentially designed for supervisors of
hourly personnel, the supervisors having been in line management
positions for some time.
The objectives of this program are:
"To present techniques which will aid the first line super¬
visor to carry out his responsibilities with effective use
of manpower, materials, facilities, and services; to increase
understanding and skill in planning, operating, and control¬
ling; to improve skills in getting results through people;
to inspire participants to improve their managerial perform¬
ance through self-development and application of principles,
skills, and techniques of this program."

First Level Management -

New

This program, as the name suggests, is aimed at developing
the management skills of the newly-appointed supervisors of hourly
and salaried personnel, the objectives of the course being:

16Westinghouse Electric Corporation,

"Programs for Supervisory-

Management Development and Employee Training,", Management Development
and Training Department, Pittsburgh, Pa*

1964.

^Westinghouse Electric Corporation
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"To increase understanding of the responsibilities and
functions of a professional manager; to develop basic
principles and techniques which will improve manage¬
ment performance in planning, organizing, implementing,
review and feedback; to improve problem-solving and
Human Relations skills; to inspire improved performance
of the participants through self-development and applic¬
ations of principles, techniques, and skills learned
during the course." j-8
These programs, although not as all-inclusive as those in many other
company programs, provide the substance for continuing successful
development of executives in Westinghouse.

Observations on Company Programs

While it must be recognized that it would be impossible to
present information on all types of programs, even if information on
them were available, the summary presented here covers the three most
prominent company programs because of their leadership in developing
new philosophies in such programs.

Most revealing is the fact uhat

the International Business Machines Corporation is developing another
new concept in these programs in that those attending the Sands Point
center are already presumed to have participated in a 'university pro¬
gram or its equivalent in graduate work.

It is also interesting to

find that the emphasis on and the important objectives of the General
Electric program were easily attained, and that the subject matter
studied by the executives was directly oriented to specific needs
for accelerating company growth.

The steady increase in General

Electric profits are directly attributed by some people to both the
new and old company programs.

Although it appears logical to

^Westinghouse Electric Corporation
•^Interview with the Director, Crotonville Center, April 6,

-±-9oj.
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improve existing programs and to apply newer concepts of managerial
development to avoid program stagnation, it is too soon to make an
objective judgment on the newest General Electric program mentioned
here.

Similarly, the unavailability of information on current pro¬

grams and the newness of the Westinghouse programs described pre¬
cludes any realistic observation on them at this time.
Depending upon the objectives a company may have, their
financial resources available, company policy, and the need for such
programs, the effectiveness and the results obtained from them will
tend to vary.

Companies tend to pattern their programs after univer¬

sity programs as illustrated in the examples presented in this thesis.
The level of the men participating in a university program, as con¬
trasted to a corporate program, as well as the end-objectives that
are established, are most frequently determined by the high officials
in a company.

This support from the top is a controlling factor in the

effective development of corporate programs or the emphasis upon the
university programs for management development.
Again in contrast to university programs, corporate programs do
stimulate a freer exchange of information and interchange of experiences
by participants describing company problems and their solutions.

Because

the dissemination of company proprietary information is such a delicate
subject at a university program, or can bias an opinion, corporate
programs are somewhat enhanced as a result.

An important limitation o_

the corporate, or non-university program, is a resultanu tendency -or
"inbreeding" since «11 participants come from the same mold.

Because

information on corporate programs is generally company proprietary in-
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formation, and therefore "unavailable”, little information is there¬
fore available on any results obtained that would provide correlation
to university programs.

/
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CHAPTER

III

DEVELOPING THE RESEARCH STUDY

It has been noted that few of the studies of management develop¬
ment programs conducted during the past ten years has thus far attempt¬
ed to evaluate "changes” occurring in the participants at some interval
of time after completing this type of program.

Considering, then, that

these changes in themselves may be the most important criterion for
mald.ng use of these programs, it is particularly worthy of study.
This chapter describe s in detail the research methodology
employed in this study, the questionnaires used as instruments for both
information and data collection, the field research effort for correla¬
tion, and a preliminary assessment of company response to questionnaires.

Research Methodology

The principal steps in optimizing any type of study usually
consist of: (l) evaluating previous research, (2) reviewing the tech¬
niques and methods employed, (3) weighing the results obtained, (4) then
determining the approach to be used in terms of the specific areas in
which the contemplated research is to be conducted.

It therefore

appeared logical in this research study to determine what objectives,
what approaches, and what results have been obtained in the most recent
studies of the more prominent university management development programs
and certain corporate programs of this general type.
Directors of university programs at Harvard, Massachusetts
Institute of Technology, Columbia, Northeastern, the University of
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of Cincinnati, the University of Michigan, Boston University, Dart¬
mouth, and Michigan State were then contacted for details concerning
their programs, evaluation studies they may have completed, and any
results that would provide an insight into problems that had been
encountered.

Answers received from inquiries to these universities

were largely encouraging, resulting in the acquisition of much of the
material indicated in the bibliography.
After an extensive review of this published literature and
suggestions of Harvard staff members based on their experiences, it
seemed most practical to employ the questionnaire and field interview
research techniques for collecting information and data as a beginning
point in this study.
this purpose.

It was decided to use three questionnaires for

Questionnaire I, page

, Appendix A, was developed

to obtain answers from company key executives to questions regarding
participation of their company in University Management Development
Programs.

Also sought were their opinions ceraing participant selec¬

tion, company reaction to university and non-university programs,
and responses to questions of a general nature which would provide a
measure of correlation to recent university studies of such programs.
Questionnaire II, page

, Appendix B, was prepared for

completion by the participants in University Management Development
Programs.

It contained questions of a general and specific nature to

test the response of the individual to the "changes" he observed in
himself since completing the program.

These changes seemed to be a

most important and fruitful element for study because prior research
conducted at the universities have emphasized the participant’s
reaction to program content, its effectiveness, and presentation of

3^

material.

In assessing the effect of the changes in the individ¬

ual, it also seemed desirable to determine if a particular pattern
of response would develop which could provide a basis for correl¬
ation of results.

The questions employed in the questionnaires

were developed after an evaluation of the Harvard studies cited in
the bibliography and the experience of the researcher in industry.
These things and a review of the objectives of the General Electric
Company Professional Business Management Program influenced the
character and the types of questions which were developed for this
thesis research study.

To male the questions in Questionnaire II

more palatable, certain ego-increasing questions were interspersed
among those concerning organizing, managerial performance, decisionmaling, rationalization, and human relations areas.

Similarly,

questions in these areas were not grouped together but randomly
mixed throughout the questionnaire.

To expedite completion of this

questionnaire by the participants and to facilitate obtaining
statistical data, the encircled number technique was employed.
To evaluate the significance of the changes observed by the
participant in himself, it seemed desirable to obtain some measure
of correlation.

As a result, it was decided to develop this criterion

by having other individuals in his company evaluate the changes in
the participant as they observed them.

Accordingly, Questionnaire Hi,

page 115, Appendix C, was employed to secure such a response from
three of those to whom changes would be most readily observaole.
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These were the participant’s immediate superior,, one or more
associates with whom he works, and a subordinate reporting to
him.

Questionnaire III, then, is actually identical to Question¬

naire II except that it is oriented for completion by

others.”

The data obtained in this thesis study from these two questionnaires
and its impact upon the individual and his company is evaluated in
the study of the Control Group of twenty five program participants
in a later chapter.
To insure that the widest range of industries and types
of companies would be represented in this thesis research study,
two hundred of the seven hundred fifty largest corporations listed
in Fortune magazine’s July 1963 Directory were selected from the
universe available for participation in this project.

The selection

of each of these companies was based upon its representing a part¬
icular cross section of industry and having a minimum of 10,000
employees.

It was felt that companies employing at least this

number of individuals would be more likely to actively participate
in such programs.
that a.11

However, as it later developed, the expectation

companies of this size were participating in such programs

did not necessarily prove to be a valid assumption.

A separate

study of reasons for non-participation would provide a future area
of investigation as indicated later in this thesis.
The companies selected from the list of seven hundred fifty
companies for participation in this project are now listed alpnabeuically.

COMPANIES CONTACTED
ACF Industries
Addressograph-Multigraph
Air Reduction Co.
Allied Chemical Co,
Allis-Chalmers Mfg. Co,
Aluminum Co, of America
American Bosch Arma
American Can Co,
American Brake Shoe Co.
American Chain and Cable
American Hardware Co.
American Machine and Foundry
American Metal Climax Corp.
American Motors Co.
American Optical Co.
American Standard Sanitary
American Telephone & Telegraph
American Tobacco Co.
Anaconda Copper Co.
Baird Atomic Corporation
Baldwin Lima Hamilton
Bendix Corp,
Bethlehem Steel Co.
Blaw-Knox
Boeing Aircraft Corp.
Borden Co.
Borg Warner Corp,
Bristol-Myers Co.
Brown and Sharpe Mfg. Co.
Budd Co.
Burlington Industries
Calumet and Hecla, Inc.
Carborundum Corp.
Carrier Corp.
Caterpillar Tractor Co.
Celanese Corp, of America
Cerro de Pasco
Champion Papers Co.
Cheseborough-Ponds Inc.
Chrysler Corp.
Chicago Pneumatic Tool Co.
Cincinnati Milling Machine Co.
Clark Equipment Co.
Clevite Corp
Cluett Peabody Inc.
Collins Radio Co,
Consolidated Cigar Co.
Consolidation Controls Corp.

Consolidated Electronic Industries
Container Corporation of America
Crane Company
Crompton and Knowles Corp.
Crown Zellerbach Corp.
Dana Corporation
John Deere Co.
Diamond Alkali Co.
Diamond National Corp.
Douglas Aircraft Co.
Dow Chemical Co.
Dresser Industries
E. I. duPont deNemours & Co.
Eastman Kodak Co.
Eaton Mfg. Co.
EndicottiJohnson Co.
Excello Corp.
Fairbanks-Whitney Corp.
Federal Pacific Electronics Co.
Flintkote Co.
Food Machinery & Chemical Corp
Ford Motor Co.
Foster-Wheeler Corp.
Friden Inc.
Garrett Corp.
General Mer. Transportation Co.
General Aniline & Film Corp.
General Cable Corp.
General Dynamics Corp.
General Foods Corp.
General Mills Co.
General Precision Instrument Co.
General Telephone & Electronics
General Instrument Co.
Genesco Corp.
Glen Alden Corp.
Georgia Pacific Corp.
W. R. Grace
GrinnellCo.
High Voltage Engineering
Ingersoll Rand Corp.
Inland Steel Co.
Int. Business Machines Corp.
International Harvester Co.
International Tele. & Tele. Co.
Johns Manville Corp.
Johnson & Johnson
Jones & Lamson Machine Co.

Joy Manufacturing Go.
Kelsey-Hayes Go.
Kennecott Copper Corp.
Kendall Oil Co.
Kimbe rly-Clark
Koppers Co.
Lever Bros. Co.
Litton Industries
Lockheed Aircraft Corp.
Lukens Steel Co.
Martin-Marietta Corp.
Mead Corp.
Merck & Co.
Merritt-Chapman & Scott
Minneapolis Honeywell Co.
Minnesota Mining 8a Mfg. Co.
Monsanto Chemical Co.
National Cash Register Co.
National Dairy Products Co.
Natl. Distillers 8a Chem. Co.
National Gypsum Co.
National Lead Co.
National Steel Corp.
Newport News Shipbuilding Co.
North American Aviation
Norton Co.
Olin Mathieson Chemical Co.
Otis Elevator Co.
Pennsylvania Railroad
Chas. Pfitzer Co.
Phelps-Dodge Co.
Phillips Petroleum Corp.
Pitney-Bowes Co.
Pittsburgh Plate Glass Co.
Polaroid Corp.
Proctor 8a Gamble Inc.
Radio Corporation of America
Raybestos Manhattan Corp.
Raytheon Co.
Republic Aviation Corp.
Republic Steel Co.
Reynolds Metals Co.
R. J. Reynolds Tobacco Co.
Rheem Mfg. Co.
Rockwell Mfg. Co.

Royal-McBee Corp.
SCM Corp.
Scovill Mfg. Co.
Scott Paper Co.
Sherwin Williams Co.
Singer Co.
A.O. Smith Co.
Sperry-Rand Corporation
Square D Corporation
Sprague Electric Co.
Standard Brands, Inc.
Standard Kollsman Instrument Co.
Standard Oil Co. of New Jersey
Stanley Works
Stauffer Chemical Co.
Sterling Drug Co.
Stewart-Warner Corp.
Sunbeam Corporation
Swift and Company
Sylvania Electric Products Co.
Tennessee Corp.
Texaco Company
Texas Instrument Co.
Textron, Inc.
Thompson-Ramo-Wooldridge Inc.
Timken Roller Bearing Co.
Underwood Corporation
Union Carbide Corp.
Union Tank Car Co.
United Aircraft Corporation
United Shoe Machinery Co.
U. S. Gypsum Corp.
U. S. Industries Inc.
U. S. Plywood Corp.
U. S. Rubber Co.
U. S. Steel Corp.
Walworth Company
Western Electric Co.
Westinghouse Airbrake Co.
Westinghouse Electric Corporation
White Motor Company
Worthington Corporation
Yale and Towne Mfg. Co.
Zenith Radio Corporation
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A letter of transmittal, page 118 , Appendix D, outlining
the objectives of this research study and a request for their partic¬
ipation in it was prepared for mailing to a key executive in each of
the two hundred companies mentioned before.

Approximately 80$ of

the letters were addressed to the Chairman of the Board, the Pres¬
ident, or the Executive Vice President of these companies depending
upon availability of the names of such individuals.

The remaining

letters were addressed to the Director of Management Development
in the other companies because of the difficulty in obtaining the
names of their key executives.
As an initial test of the acceptance of the questionnaires,
forty companies were selected at random from the list of two hundred
and the letter of transmittal with Questionnaire I was mailed to them.
Also included with this letter were sufficient quantities of Question¬
naires II and III to be completed by three participants in university
programs and by the ' others.

During the ensuing weeds, many encour¬

aging as well as disconcerting comments were received anc. a small
fraction of completed questionnaires returned from the twenty eight
companies responding to the transmittal letter.

The remaining

twelve companies failed to acknowledge or to respond in any way to
the request to participate in this study.

Typical comments taken -rom

letters of those responding are listed Delaw.
Aluminum producer.
' Some of the material you desire is un¬
available because of company policy. Much of it involves
so much research, detailed explanation, and management
review that we cannot spare the personnel and time «o
undertake such a project."
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Instrument manufacturer,
"We have received so many similar
requests lately that we have been forced to restrict our
replies considerably...but wish you well in your work."
Surgical Products company.
"Yours is among an average of
ten such questionnaires received each week at corporate
headquarters...necessary to return your questionnaires
with our apologies."
Tobacco company.
"We have no pertinent information
available that would be of assistance to you...wish you
every success in the completion of your study."
Steel company.
" .. .have not participated in any formal
executive development program conducted by ary college
or university...unable to assist you in your project."
Rubber company.
"During 1964, we will have four candidates
in university executive development programs...data from
these individuals would not be available for your research
project...would like to retain your questionnaires for our
own research project evaluation."
Steel company. "Enclosed is Questionnaire I completed to
reflect our experience. We hope this will prove helpful in
your study of executive development programs at universities."
Mining and Smelting company.
"We will try to reply to your
questionnaires as soon as possible.. .will forward the results
of the questionnaire promptly when they are completed."
Shoe Manufacturing company.
"We are working on an executive
development program with Cornell and are attempting to find
just some of the answers to the questions you ask.. .we would
appreciate receiving a complete copy of your final survey.'1
Five other responding companies in this group indicated that completion
of Questionnaire I was too time consuming.

Four others indicated tnat

they were continually receiving such requests from too many people and
just could not spend the time to answer them.

One company executive

indicated that management development recently seemed to oe the prime
area of investigation of every individual now working on a thesis,

h

seemed apparent that these reactions may have significantly contributed
to the lack of response from the other companies contacted.
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As a result of these things, it was decided to revise Question¬
naire I on the check-mark and fill-in format as shown cn page 120,
Appendix E, in an effort to induce companies to provide the desired
information.

Because this transmittal letter indicated that addition¬

al copies of the questionnaires would be provided if desired, only one
set each of Questionnaires II and II was mailed to each of the remain¬
ing one hundred sixty companies.
required

For ease of reproduction, if and as

by these companies, the questions were printed on a

reproducible vellum.

Observations on the Field Research

Key executives of some companies that had not returned question¬
naires had indicated in their letters a preference for personally provid¬
ing answers to Questionnaire I.

In addition, they offered to supply

other information that they thought would assist the researcher in
pursuing the objectives of this study during a conference with them.
While waiting for additional questionnaires to be returned by the other
companies, the researcher followed up on these suggestions and contact¬
ed other non-responding companies located in the same geographical
areas.

This possibility of further validating results provided the

incentive to conduct a field research effort to implement the data
collection and accelerate reaching the established study objectives.
The majority of these fifteen responding and non-responding
companies contacted in this field research were located in the I«ew fork
City/New Jersey, Connecticut, and Philadelphia areas.

Among the more

prominent of those contacted in this phase of the research study were
the International Business Machines Corporation, the American Can

Company, the Atlantic Refining Company, American Telephone and
Telegraph Company, Celanese Corporation of America, and the Scott
Paper Company.

At this point in the study, it may be desirable to

review the sequence of events in the data collection process as
shown below.

SEQUENCE OF EVENTS
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CHAPTER

IV

TEE CHARACTER OF COMPANY RESPONSE IN THIS STUDY

Because company response reported, in the Michigan State Univer¬
sity study by Dr. W. Oberg

was so great and the principal objectives

had been successfully attained, the researcher looked for similar
encouraging results in his study.

However, the preliminary results

obtained in this thesis indicated that lack of response was a primary
deterrent to attaining the desired objectives.

Of the top executives

in the two hundred companies contact by letter, only eighty-two (4l$)
acknowledged receiving the correspondence concerning this thesis
research study.

In comparision, two hundred thirty-three (31$) of the

companies contacted in Dr. Oberg's study responded, seven hundred fifty
companies having been contacted by him.
encouraging.

‘These preliminary results were

While the optimum situation is one where at least 75$

of the companies respond, the published literature has not yet indicated
that anyone has attained such a high response in studies of such programs.
To assess the comparative results of response in this thesis
study, Table 5

has been prepared to reflect the response of the two

hundred companies contacted.

These are listed

by industrial fields

together with an indication of their present or their past participation
in university programs.

%. Oberg, "The University's Role in Executive Education/',
Graduate School of Business Administration, Michigan State University,

.

1963

TABLE 5
COMPANY RESPONSE BY INDUSTRY

Industry
Aircraft, Aerospace
Automobile
Banking
Business Machines
Chemical
Electrical Apparatus
Electronic
Food
Instruments and Controls
Machine Tool
Metalworking, Machinery
Paper, Paper Products
Petroleum
Pharmaceutical, Cosmetic
Printing, Photographic
Rubber, Rubber Products
Smelting, Refining Metals
Stone, Clay, Glass
Steel
Textile, Shoes
Tobacco
Tools
Transportation
Wood Products
Miscellaneous fields
Totals

Companies
Contacted

9
4
4
10
13
9
l4
7
7
11
25
8
6
8
4
5
9
9
6
3
4
3
8
2

202

Companies
Responding
4
2

Companies now
or Recently
Participating

4
7
4
6
4
2
3
7
3
4
6
3
1
2
o
4
1
2
0
1
2
3

1
2
1
2
5
3
4
3
2
2
4
3
1
1
1
1
1
1
1
1
1
0
1
1
1

82
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The causes of this somewhat limited response by these companies
was attributed to certain things which had a significant affect upon
the results obtained. First, the Michigan State University sponsorship
of Dr. Oberg’s study was evident since the university letterhead was
used on letters, lending more credence perhaps to the validity of his
study as compared to that of this thesis study.

Again, the indication

in the letter to companies by Dean Seelye that the study was undertaken
by the university staff member. Dr. Oberg, was undoubtedly important.
It might be reasoned that these things may have had a major influence

on the chief executives contacted in the Michigan State study,
resulting in a larger degree of cooperation than received in this
thesis research study.

It nay be noted that the letter used in

the thesis study implied no association as a staff member nor any
sponsorship by the University of Massachusetts.
Secondly, in reviewing letters from'the eighty-two companies
responding to the request to participate in this project, certain
repetitious comments were noted.

These are shown in Table 6.

TABLE 6
RESPONSE TO TRANSMITTAL LETTER
Number of
Mentions

Comments
Not interested in participating in the study
Company policy precludes providing such inform¬
ation
So many such requests received, we are unable
to cooperate
Participation in this project requires too much
time and high costs involved
We have none or limited participation in such
university programs
Although we have no program participation, we
are interested in your results
We plan to utilize your questionnaires in our
own university program research activity

12
^
7
12
19

7
2

When ten of the non-responding one hundred twenty companies
were contacted by telephone to follow up on their lack of response,
they indicated inability to participate due to the cost/time involved
or had no plans to use university programs.

Although a further assess

ment of reasons for non-response may have provided interesting data,
the percentage of companies actually responding was in the same range
as than in the various Harvard studies.

Because of this and Incites.

45
personal financial resources available,, no additional investiga¬
tion in this area was undertaken.

Assessing Company Viewpoints

This phase of the research study includes assessment of the
university management develop programs as seen by the participating
companies and the interrelationships of other types of management
development programs.

This evaluation is interesting, particularly

in terms of the view companies have taken in assessing the effective¬
ness of such programs.
The mass of information obtained during the field research
phase, from that contained in the letters from the eighty-two respond¬
ing companies, and from the answers to Questionnaire I by participating
companies provide useful data that seemed to fall into certain general
areas of inquiry.

Because of this, it was decided to analyze the char¬

acter of company response to questions presented

by examining:

(a) company utilization of university management development programs,
(b) their reaction to the programs, (c) general types of results which
the company may have been able to observe.

Because selection of a

participant for a program seems to be the area of the individual1 s
response to expectation of promotion, this important element is eval¬
uated separately in Chapter V.

Company Utilization of University Programs

Although there were more than two hundred companies contacted
in this study, only nineteen of the eighty-two companies responding
indicated that they had none or limited participation in university
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management development programs.

The reasons advanced here for

the non-participation of companies are important and point to a
new area that may be worthy of an intensive investigation for a
future research project.

Three of the companies responding indicated

that they had not participated because they believe that only their
on-the-job training met their educational requirements.

Twenty-seven

other companies indicated that they felt such programs were obviously
good but used the American Management Association seminars, their own
in-plant programs, or the National Industrial Conference Board seminars
instead.

Representative responses of all companies in all industries

seemed to be characterized by the following comments:
Building materials. :'We have not had an occasion to utilize
this type of training as yet."
Paper company. "Since 1947, we have sent 95 of our people to
on-campus programs for management development.. .this has now
become a way of life for us,. .programs are worthwhile... calibre
of men selected and timing in their careers is most important/'
Soap manufacturer, "...send men to Executive Development
Programs when such an experience could be fitted in between
two different assignments.. .difficult to make regular use
of such programs."
Aircraft manufacturer. "Particularly in an expanding or a
growth company, these programs are vital."
Major Rubber company. "I would like to retain your question¬
naires for use in our own research evaluations,"
Although these comments provide a general type of response that may to
some extent be considered favorable, negative comments were also received.
"We plan to continue with minimum participation in University
Management Development Programs."
"We do send our executives to a number of seminars.. .have
frequent meetings with management personnel.. .perhaps we
should be doing something more, but we feel we have a high
morale, effort, and interest in the business on the part
of our staff."

"We do not use extended University Programs for Manage¬
ment Development but occasionally use specific confer¬
ences on subjects which have a particular interest to us."

Vr

One oil company, whose major operations were predominantly interna¬
tional, utilized headquarters assignments to train foreign nationals
rather than utilize the university programs.

Backgrounds of candidates

for such assignments there are discussed by the Board of Directors
and the coordination of a definite program for the future development
of the individual is handled by the Director of Corporate Planning.
No programs to establish the effectiveness of this activity existed
in this company.
There was a preponderance of evidence in the data obtained
from the companies responding in this study to indicate that management
development programs were not a fad, that they are desirable and very
necessary, their duration seems about right, and companies can rarely
spare a man to attend them bun do so to improve the individual’s
competence and potential.

It was interesting to find that only those

companies that were actually using, or had used, university programs
submitted a completed Questionnaire I, revised.

Cne-third of the

responding companies indicated that they used seminars given by ouuside
consultants or by their own personnel.

Only five of the eighty-two

companies responding indicated that they used evening university
programs for management development.
In this study, it was also found that most companies send their
men to programs at more than one university, even during the same year,
and a limited number of other companies seemed zo concentrate exclusive¬
ly on one program such as those of Columbia, Harvard, and Michigan.
implications of this are thau some companies prefer to avoid an in-oreed-

ing by not using only one particular program, or that possible
limitations on the number of men universities accept from one company
exist.

Others apparently have found that a certain program meets their

needs or it is of the duration to best fit into their schedules.

Man¬

agers of personnel contacted during the field research activity indic¬
ated that geographic locations of companies seemed to have little bear¬
ing the use of university programs nearest to their operations.

Possibly

a detailed study of multi-university utilization by the same company
would be an interesting subject for a future research investigation.

Some Company Reactions to University Programs

Despite the wide diversity in the types and contends of
university programs used by companies participating in this study,
there seemed to be general agreement that individuals benefit from
participation in any program for management development.

However, the

difficulty of selecting a program by large and small companies is
reflected by comments from a small segment of those companies responding.
Copper producer. "We try to find programs that will do the
most good for the individual in question.. .and assume these
programs have been beneficial because our management has
continued to use them with considerable enthusiasm over the
years. We do not have any formal evaluation procedure."
Aircraft company. "Our experience has been...that emphasis
in such programs should be on improving the general quality
of management rather than selecting and providing for force
feeding of managerial replacements.. .for providing the
greatest rewards to the company."
Pharmaceutical company.
"There are only about six men who
have attended Executive Development programs in the past
15 years...we feel they received a great deal from such
urograms but are unable to measure specifically the deuailec.
advantages."

Automobile manufacturer. "When we promote a man to a
position of broader management responsibilities, we are
apt to find that his business education and experience
has been confined within fairly narrow limits.. .put a
man into a program, our hope is that it will give him
a greater insight into other business functions and
enable him to work more effectively with people...will
become acquainted with...newer techniques of management."

Although company reactions are being considered at this time,
it must be reiterated that the university viewpoint was presented in
an earlier part of this study and that the participant1 s reaction will
be examined in a later chapter.

Of course, the ideal situation would

be that in which all objectives are coincident with results, which
rarely happens.

Because there has been an extensive study of company

objectives and goals in these programs, it was felt that there was very
little further contribution that could be made in this particular area.
However, this thesis study revealed that there was a positive affirm¬
ation from the twelve companies contacted during the field research of
similar results that were obtained in Dr. McCarthy's study of twentyfour companies.

2

The results of his study, which are presented in

Table 7, indicate that the broadening concepts as the companies saw
them were playing a most important part in the development of the
participant in contrast to the social aspects of his development.

^McCarthy, p. 64 ■
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TABLE 7
THE COMPANY REACTIONS
Objective

Mentions

Broaden men beyond ingrown company ideas, and
expose men to other views and philosophies

18

Broaden men beyond own functions, emphasizing
interrelationships of functions

15

Improve problem-solving and decision-making process
and abilities, increase awareness of numerous other
paths to decisions

9

Increase awareness of the effects upon one another
of business on one hand, and the social, political,
and economic environments on the other

7

Get away and take a fresh look at life, career,
plans, and other things "for the first time in years"

7

Stimulate or re stimulate mental activity, or mind
stretching

4

Open up alternatives to a man at various times in
his career by reflecting back on the program

2

Obtain current and new information on business

2

Increase a man’s awareness of the importance of man¬
agement development, coaching, etc. back in the
company

2

Develop a man as a total man; an executive, citizen,
husband, father

2

Total

68

It seemed obvious during the field research conducted in tnis
u he sis study that the moot of the larger companies did not use univer¬
sity management development programs to do the entire job of develop¬
ing managers, or to work miracles in a few months.

They looked upon

it as a part of the total management development effort continuously
taking place in their companies.

In many cases, company programs were
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emphasized more than -university programs.

It was found that the

smaller companies, due to limited funds allocated for management
development, frequently appeared to rely on such programs to do most
of the job to develop future leaders of their companies.

It is inter¬

esting to find that even in the same industries, there was an extensive
use of such programs by some companies and a very limited or no use
/

whatever by others.

Particularly during the field research activity,

it was evident that top management of the fifteeen large and small
companies contacted seemed convinced that university programs had much
to offer in comparision to other programs.

It was also important to

note that eighteen companies participating in this thesis study felt
that costs to send executives to such programs were quite insignifi¬
cant in comparison to company profits or overhead.

It was further

evident during field research interviews of twelve of the fifteen
companies contacted that there was no discernible relationship 'between
a company’s profit position and the number of men it would send to
a university program.

General Results as Seen by Companies

The researcher was quite surprised to find that only a handful
of companies had established any procedure or means for evaluating the
effectiveness of university management development programs.

Although

the response to Questionnaire I substantiated this, only about 5$ of
the companies contacted during the field research activity indicated
that they did have methods for evaluation.

However, they were reluct¬

ant to discuss such techniques or results since these were considered
company proprietary information.

Others mentioned that they held very
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recently recognized the need for such evaluation, or had been asked
to pursue such objectives by top management, but, the data presently
available was so recent that they had not yet been able to derive
meaningful conclusions.
In general, the companies indicated that they made extensive
use of university programs for management personnel but were unable
to prove that they are worthwhile but have to accept their value on
faith.

Others pointed to the successful progress of individuals in

their companies who had completed the program as a means of substan¬
tiating the need for them.

In only one case was there an affirmation

that increased performance or better decision-making by the individual
could be directly attributed to the participation in such programs.
Characteristic of general responses of companies in this study
regarding evaluation of university programs are those listed below.
•Steel company. "It is difficult for anyone to say what a
man has gained after completing one of these programs or
how much better his job performance is as a result of
the training experience... and there is no way of knowing
if he would be just as effective if he did not have this
training."
Telephone company. "We know things happen to individuals
in different ways before and after such courses but we are
still trying to establish some way to evaluate such changes."
Metal Refining company. "Those who have attended programs
are widely scattered.. .we are unable to measure specifically
and in detail the advantages of such programs."
Consumer Goods manufacturer. "We are working on a program
and hope to find answers to the very questions you ask."
Chemical company. "Over a period of time, many individuals
have changed jobs so that people...are not aware of the in¬
dividual's attitudes or behavior before the course. Changes
have also occurred in associates with whom they nad regular
contact."
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The characteristic response, then, seemed to indicate that
those administering such programs in companies might not have been
able to devise a method of evaluating results or possibly they may
not know how to approach the problem of evaluation.

One may presume

that such individuals could be placed in an embarrassing position
should top management insist on substantiation for continued use of
such programs.

The answers received to the questions presented to

companies during the field interviews revolved around the presumption
that since others in the company had attended programs, and had
advanced in the company, no further evaluation was necessary.

Other

reasons cited for companies not evaluating the programs were that top
management was sold on these programs, even though they may not them¬
selves had attended a program, that participation by industry was so
large that these programs must be good, and that if large corporations
use them, maybe we (smaller companies) could gain the same knowledge
from such programs.
Although it was not given as a direct answer by companies, the
researcher deduced that many companies did not wish to spend the time
to conduct studies even for a preliminary assessment of the programs
because of their inability to define the types of approaches that could
be used or because of the evaluation costs involved.

In contrast to

this, others were very interested in or were beginning to develop methods
of evaluating programs but had not yet established all the required
criteria or obtained sufficient data for correlation.

Companies such

as American Telephone and Telegraph were reluctant to provide any
clues whatsoever regarding their evaluation techniques due go uhe

5proprietary nature of their results.

A similar reaction was

received from some of the other companies who were knowi to have
established assessment of such university programs.

From the inform¬

ation presented here, it appears that a further examination of the
results of such programs should be made by each company to provide
itself with a useful volume of information both from the point of
view of the participant as well as the company.

55
CHAPTER

V

SELECTION AND ITS IMPACT

One of the more important elements of a company’s management
development program is its selection of the individuals who are to par¬
ticipate in it.

Many companies have definitive criteria for selection

and scheduling of participants in these programs while others have
loosely defined or no criteria for selection.

This chapter, then,

endeavors to examine the characteristics of the selection process for
university programs, company policies which may apply to selection,
and interpretive results of selection from the viewpoint of the company
and the individual.

The Selection Process

'Three predominant characteristics appeared during the field
research phase of this thesis study and in the analysis of the results
of Questionnaire I.

First, it was found that many companies" principal

criterion of selection was potential.

There was a pronounced effort to

"spot" men with potential early in their careers.

The companies empha¬

sized that this was, by far, more important in younger men than in those
who already had progressed to middle management positions and who would
attend programs for broadening.

Based on the premise tnat future exec¬

utives would be chosen from such outstanding young men, the majority
of companies surveyed reported that this was a major positive consider¬
ation in selection.

The following comments on this by two major

industrial companies are typical:
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‘'Selected are individuals who have demonstrated high
performance that is clearly recognizable to subordin¬
ates, to peers, and to supervisors - and demonstrated
management."
"We are apt to pick the individual when he has already
met the challenge of heavy responsibility. We may or
may not have an idea of the path his future advancement
will take* If we do have an idea, we try to pick the
appropriate program."
Although broadening of background from a narrow field of
specialty was sometimes mentioned as important, approximately 60cjo of
the companies contacted during the field research and other interviews
indicated that participation in a -university program was a definite
V

planned step in the development of the individual.

It is apparent

that this second characteristic cannot be easily considered apart
from "potential" in the selection process.
The point in the individual’s career when he would participate
in a university program was mentioned by twelve companies as signifi¬
cant.

From the company’s standpoint, the timing of this event would

not only fulfill this requirement but would also not tend to disrupt
operations in the company.

Of the eighty-two companies furnishing in¬

formation on university programs, twenty-five of them indicated that
they could rarely spare a man to attend such programs because their
companies were small in size and every man had specific operational
responsibilities.

Sixty percent of the total companies responding

reported that timing was largely a matter of convenience to the company.
However, there was unanimous agreement among all companies what the
program participation should be scheduled between job assignments if
at all possible.

Respondents in the studies conducted by Dr. Oberg_L

57
and Dr. McCarthy^ reported similar general comments.

And, it was

interesting to find that none of the companies participating in this
thesis study considered selection for such programs to be a reward
for past performance.

However, there were five companies that indic¬

ated that "selection" for a university management development program
to be an incentive for future Improved performance, and that the partic¬
ipants would obviously recognize this fact themselves.
Interestingly enough, three different company executives said
that if "anyone was going to attend one of these programs, they (the
executives) would be the first to attend; no one reporting to them
would be telling them how to run the business."

Three vice presidents

and a director of management development in other companies indicated
that people at their level in the comp ary do not need to attend such
programs; that executives below their rank need this experience, not
themselves.

A similar response was found in the Harvard study

where

l£°jo of the participants interviewed were above the department head
level.

So then, despite the fact that there may be other criteria for

"selection", it may be concluded from these results that the character¬
istics mentioned are the principal influences on selection.

Policies and Methods of Selection

There appeared to be varying philosophies and methods used for
selecting participants for these programs by the companies participating
in this thesis study.

Three of the fifteen companies contacted during

^McCarthy
^McCarthy, p. 157

*
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the field research phase employed defined methods of selection within
company procedures for managerial development.

In these companies,

the same governing factors were considered in selecting the men:
The background and history of the individual
His clearly demonstrated superior performance
His obvious potential for advancement
The procedural steps utilized in these three companies are represent¬
ative of those commonly used in many large corporations: (a) nomin¬
ation by a division manager, (b) screening by the manager of manage¬
ment development, (c) interview/review of the nomination by all
with a final decision by top management.
Eight companies having unwritten or unstated policies mention¬
ed that the most promising men were selected jointly by operating
department heads and line management since only a limited number of
individuals could participate each year.

This was based on both the

costs involved, which are charged to the operating department, and the
limited number of men universities accept from each company.

In two

companies, the names of men from operating divisions are submitted to
the executive vice president who himself selects both the program type
and the particular university that he feels will meet the needs of the
individual concerned.
A small proportion of companies responding appeared to have
little or no defined selection procedures and "picked1, participants
at the last minute depending upon their availability and the work de¬
mands.

In many of these companies, the fact that their successful

executives had previously attended the same programs seemed in some
mysterious way of sufficient evidence to them that any ol their men
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who would, attend, the program would, automatically benefit without
having been screened specifically for the program.

Significant com¬

ments on selection made by companies listed below are representative
of the response received.
Copper producer. “It is the responsibility of the individ¬
ual’s superior to see that he gets to the institution best
fitted to his needs and requirements."
Paper company. "The calibre of the men selected and the
timing in their careers are the most important criteria."
Automobile manufacturer. "The selection is coordinated by
the Management Personnel Planning department arid the Person¬
nel and Organization staff. The overall company management
responsibility rests with these activities."
Beyond the isolated attempts by companies to do so, it was
also found in the Harvard study^ that there was little in the way
companies attempt to match men to specific programs.

The results ob¬

tained in this thesis research indicate a similar correlation to this
Harvard study, and also that the prestige associated with selection for
attendance at a prominent university played

an important part in the

university program attended.
Several directors of management development mentioned that the
age of the participant should be right, the nature of his job just as
important, particularly if it was technically oriented, the duration of
the program not too long, and the orientation of the program subject
matter generally to fulfill company needs.

Since it has been reasoned

that most companies do not tend to critically evaluate or compare
programs before sending men to them this area of matching programs uo
participants needs to be more effectively examined Dy the companies

^McCarthy, p. 158.
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during the selection procedure.

And since some of the general

practices of selecting participant for these programs have been
considered, it now seems logical to assess the effect of selection
upon the individual.

The Impact Upon the Individual

From the results of the field research and the answers to
Questionnaire I, there was found some evidence of "people" prob¬
lems arising from one person having been selected and not another.
However, no really overt hostility to those selected was reported
either before or after attendance at a program.

One of the auto¬

mobile manufacturers indicated that "people problems are inevitable
to some degree.. .selection of individuals who have demonstrated high
performance that is clearly recognizable to subordinates, to peers,
and to superiors alleviates this problem to a large extent.•.corporate
review and selection procedures have...allayed this problem consider¬
ably."

Three other directors of personnel indicated that they now

have more experience with both the programs and the selection process
to avoid such problems in the future.

One director of management devel

opment had indicated that serious problems had developed in his company
but Viab been relieved when the non-selected individuals were advised
that they would be attending such a program as soon as feasible.
Other respondents indicated that selection for such a program
was frequently taken as an indication of impending promotion, mos w
often by those not selected than by those who were to attend the
programs.

The results of the Harvard studies cited in the Di olio grassy

present a certain amount of conflicting data on this point.

However,,

the basic reasons found in this thesis study for such problems arising
were ^he lack o^ explanation to the individuals as to why they were
selec ^ed and not others.
implications

Communication was also lacking on what the

selection might be, and what future path of progress

Oj.

in the company may De envisioned.
felt that ne had been

tapped

One individual indicated that he

for promotion and made an appointment

with higher management to determine what effect this may have on him.
Although the type of "people1' problems outlined in this chapter are
representative of those usually found when selecting individuals for
these programs, uhey are in reality no more complex than those en¬
countered during promotion of some individuals in a company and
not others.

The Area of Promotion

As described earlier in this chapter, the fact that an individ¬
ual has seen selected to participate in a university program is signif¬
icant.

As actually viewed by the individual, it implies that a promo¬

tion may be imminent or could occur within a short time after complet¬
ing a program.

In this study the preponderance of evidence obtained

indicated that most participants, themselves, expected eventual promo¬
tion, a fact which some directors of management development were re¬
luctant to admit.

During the field research, there were only three

companies of those interviewed where this was not true, mainly because
the participants already were in the highest echelon of management.
One company personnel director mentioned that "our management people
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are constantly receiving a wide variety of both changing job
requirements and in-company training."
In Dr. Andrew’s study, it was found that 55$ of the respond¬
ents to questionnaires had been promoted since attending a university
program.5

Dr. McCarthy further studied this area a year later to

determine if men had come to expect promotions after they returned to
their companies, and whether the companies were aware of such expectations.

The results obtained in both studies indicated that many

companies seemed to have taken little action to alleviate problems,
as also found in this thesis study.

Obviously disappointments to the

participants could result if such expectations were not realized, with
an adverse affect upon their continued performance and morale.

It

would seem that if companies were aware of such expectations, take steps
to fulfill them, or take steps to prevent problems from arising, the
overall effectiveness of university programs could be drastically
improved.
In describing his company position on this, a management develop
ment director indicated how his company maintains effective control.
"Promotion and advancement is obtained through superior
performance and this criterion is clearly understood by
all, middle and upper management personnel, including
participants in such programs. This plan is reiterated
to those who are selected for such programs, however,
just to avoid a problem of this kind. Advancement after
completion of these programs is very good but attributable
to the calibre and the proven performance of participants."

5 Andrews, "Reaction to University Development Programs,'
^McCarthy, p. 127*

p. 122.
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It does seem logical to assume that selection for a university man¬
agement development program is certainly an implied recognition of
promotability and if programs are recommended highly for those who
have potential to rise in responsibility, it would not be surprising
to find that promotions actually do occur upon return to a company.
To evaluate further the expectations of promotion, the
results of the Harvard study of seventy-four men responding indicate
that forty-six (66$) of the men attending programs indicated expectations of promotion.1

The results obtained by Dr. McCarthy in that

study are divided into the following two groups shown in Table 8.

TABLE 8
EXPECTATIONS OF PROMOTION

Did you expect to be promoted following your
attendance at the program?

Number of
Mentions

I expected to be promoted.

10

I expected to be promoted, but not necessarily
immediately after the program.

26

I expected to be promoted, but selection for the
program only confirmed what I felt anyway.

10

Total

>

I did not expect to be promoted.

46
14

I did not expect to be promoted, but I myself
suggested attending the program.

6

I did not expect to be promoted, but I had only
recently moved into my job.

4

I did not expect to be promoted, but most men did.

2

Total

^McCarthy, p. 125.

26
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Correlation of Promotion
In this thesis research study, it appeared desirable to obtain
some measure of comparison between expectations of promotion and the
promotions which did, in fact, occur in this Harvard study.

Accord¬

ingly, the preceding data was evaluated to establish a basis for
comparison.

Dr. McCarthy’s data indicated that 53$ of those expect¬

ing to be promoted were promoted, while 60$ of those not expecting
promotion were actually promoted.

It was also found in that same

study that 53$ of all participants had received at least one promo¬
tion since completing the program or had been assigned to new positions
following the program.

This data, presented in Table 9> reaffirms the

results of the earlier Harvard studies and indicates that the majority
Q

of men have been promoted within two years after finishing a program.""'

TABLE 9
COMPARISON OF PROMOTIONS AND YEAR
OF PROGRAM ATTENDANCE
Year Attended
Program

Promoted
No.
$

1961
I960
1959
1953 or before

26

24
30
50
81

Totals

39

53

5
4
4

Not Promoted
No.

16
9
4
6
35

Totals
No.
$

12

21
13
8
32

100
100
100
100

47

74

100

76
70
50

A close similarity of results was found in this thesis research
study when the same elements were considered for respondents in the
Control Group described later in Chapter Via.

^McCarthy, p. 127.

There were positive

indications in both of these studies that more promotions are apt to
occur with the passage of time.

In reviewing the data from the Control

Group study of participants, it was found that eleven participants had
assumed positions different than those held when attending the program,
all being promoted within two years of program completion.

One indi¬

vidual had already held a vice president's job at the time of the pro¬
gram, and another had later retired.

Although the relationship of

promotion to xhe level of academic background of participants has not
been explored in this thesis research, and could be a provocative sub¬
ject, this study revealed that ^k-°jo of those promoted held bachelor's
degrees, $$ held master's degrees, and 5$ held doctor's degrees.

The

distribution of levels of academic background was about the same re¬
gardless of the company function in which the participants were assign¬
ed.

These relationships also correlate within a few percent of the

data reported previously in the Harvard studies.

Observations

It is fairly obvious that by selecting the right individuals
to attend these programs, a company often feels that its job is largely
finished.

But this is by no means completely true.

It does not

assure those selected that they will, or will not, be promoted, even
though the evidence indicates that expectations of promotion are high.
Should companies be aware of such expectations on the part of those
attending these programs, these companies must either fulfill them, acx
to prevent them from, occuring, or deal with their possiole emergence
at a future date.

If such expectations, implied or nox, are nox ful-

filled, keen disappointment with possible adverse effects on job
performance can result.
Obviously, it would seem that the participant feels that he
is more valuable to his company as a result of this experience than
before.

Consequently, the expectations of greater opportunity to use

the new knowledge coupled with possible advancement suggests that
the post-program environment in a company and the impact of this exper¬
ience on the participant is a most significant element to be consider¬
ed.

Also, it is important to recognize that the participants them¬

selves are all different and react differently under identical cir¬
cumstances.

Some of these interrelationships are examined in a later

chapter where the participant’s response is considered.
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CHAPTER

VI

GENERAL REACTIONS OF PARTICIPANTS TO THE PROGRAM

The reactions of the seventy-nine particpants responding
to questions in Questionnaire II wil be considered in the chapter.
The further impact of these programs on the individuals in the Con¬
trol Group of twenty-five of these seventy-nine men will be examined
in Chapter VII.

The related factors found during the field research

activity and from other sources will tend to synthesize the data
obtained from Questionnaire II.
Since the Questionnaires II and III received directly from
companies were so small in number, the participants at Harvard,
Northeastern, and Columbia during 1962 to 196k were contacted directly
by letter, page 121, Appendix F, with, a request for their participation
in this study.

A total of 184 men who attended these programs received

this letter which was coded to identify the program and the individual.
The identifying mark was not readily apparent to those completing the
questionnaire.

This direct contact with the participants, some of

whom were associatied with companies previously indicating lack of
interest in participating in this project, resulted in the receipt of
seventy-nine Questionnaire IIs.

The comparative response by program

and the number of participants is shown in Table 10.

z'

'

Ov

TABLE 10
RESPONSE TO QUESTIONNAIRE II

University Program
Northeastern
Columbia
Harvard

Participants Returning
Questionnaire II

26

32.9$

IT
36

21.5

86

30.4 $
22.8
46.8

184

100.0$

79

100.0$

56
42

Totals

To analyse

Participants
Contacted

45.6

this information both in this chapter and the following

chapter with data from Questionnaire III, several possible statistic¬
al methods were considered - central value concepts using far and
near relationships, frequency distribution and variability, and sta¬
tistical inference.

Although the construction of a mathematical

model was also considered, all these techniques were discarded be¬
cause of the desirability of comparing the data in this thesis study
to data from previous studies at Harvard and other universities.

Sta'

tistical data in these studies was presented in simple numberical re¬
sponse and percentages, a method finally employed in this and other
parts of this thesis.
Before providing an insight into the participant reactions to
programs, certain facts must be reaffirmed.

First, the university

management development programs vary among themselves as pointed out
previously.

Second, the character of the program, faculty effective¬

ness, course content, and the length of the program influence the
individual's view of such programs.

Third, there are differences

between participants in their objectives in attending such courses,
their backgrounds, their experience, their formal education, level
of responsibility, and their perception at different ages.

Tneir
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point of view and frame of mind at the time affect the manner in
which they may answer questions presented to them.
Recognizing these things and the objectives of this part of
the research study, fifty-six questions and their associated responses
from Questionnaire II were classified into five characteristics:
(a) General, (b) Professional, (c) Analytical, (d) Ethical, (d) Per¬
sonal.

The number of responses to changes ’'more applicable now

than before the program" as the respondents saw them are shown in
Table 11.
TABLE 11
ANALYSIS OF RESPONSE TO QUESTIONNAIRE II

Characteristics

Number of
Mentions

Percent

General
Thinking and Attitudes
Broadening
Point of view

557

26.5

Professional
Khowledge of Business Problems
Managerial Skills
Competence on Job
Insight Into Business Practices

5^-1

25.6

Analytical
Independence of Thought
Analysis and Problem-solving
Objectivty and Organizing
Decision-making

390

18.2

Ethical
Human Relations
Political and Moral Relations
Obligations of Managers

^20

19.6

Personal
Self-respect and Enthusiasm
Stimulation in all Areas
Renewed Vigor
Value Relationships

213

10.1

TO
it is not surprising to find that the greater changes were
seen in the first category since broadening, new outlooks, exposure
to new points of view have been mentioned

often by participants

because of the characterisitic narrowing influences in business.
Again, the attraction of the course subject matter, the exchange of
viewpoints with men from other companies, and the development of new
outlooks and attitudes are usually the primary objectives of universi¬
ty programs.

While it is not so evident here, the climate in the

company upon his return has a great impact upon any changes seen in
himself by the participant.

Perhaps it might be reasoned also that

the individual may feel an obligation to himself, even should it not
be true, to report significant changes in himself to those sending
him to such programs.

Again, the fact that such experiences them¬

selves presuppose recognition of favorable changes in individuals
attending university programs must not be entirely discounted.
The predominating evidence found in the responses in this
study suggests that the contiguous purpose of the Ethical and Per¬
sonal elements as mentioned so frequently by the participants is
to complement the broadening aspects of the program.

Again, beyond

the nature of such responses, some individuals indicated that it was
difficult to define the reactions to these programs in specific terms
or in a definitive manner.

They frequently spoke of most of the

results as "not easy to define... generally broadening... out I don’t
know how to explain it...I'm sure it affecus my work, but I really
can't put my finger on it.'

One individual significantly indicaieu:

"I probably unconciously use the knowledge I gained without even

realizing it."

Two participants mentioned that They aid not get

much from the program since they already had been exposed to the
same subject matter in company programs already completed.

Other

men pointed out that they "...didn’t go to learn new things or how
to approach problems...but to get the philosophy of management."
One individual indicated that the experience would be beneficial to
him over the long run, particularly the Human Relations knowledge.
These varied viewpoints to some extent illustrate the
reasons for the diversity of response as reported in Table 11.

To

examine these results in more detail and to relate them to the basic
objectives of this thesis study, the number of times each number
criteria (l, 2, 3> and 4) was encircled on Questionnaire II by the
participants was tabulated.
Tne entire fifty-six questions indicated in this question¬
naire are listed here together with the total number of times each
number criteria for each question was encircled.

This, then, was

a means of making a comparative analysis of the participant response
to the questions in Questionnaire II.

72
Participants Response
Questionnaire II
Criteria
_L _2 __3 _4
1.

2.

3.

4.

5.

6.

7.

8.

Schedules and plans that I follow are used as tools
to maintain a check on progress of work

26

2

48

3

Men under my direction clearly understand the
authority and responsibility given them.

34

1

39

5

Am interested in and capable of assuming greater
responsibility

58

1

19

1

In decision-making, I spend time in analyzing data
and factors only in importance to the job.

48

0

28

3

Am able to maintain a calm and poised approach
under pressure.

29

0

49

1

To optimize completion of tasks, the work is logic¬
ally and effectively broken down into components.

31

1

41

6

Am able to establish challenging goals and I go
all out to achieve them.

28

0

44

7

Believe I have the drive and ability to promptly
obtain results.

26

0

49

5

Do make a point of keeping my immediate superior
fully informed.
Do have a good knowledge of the contribution of each
individual reporting to me.

31

2

45

i

24

1

48

6

Keep my subordinates advised on information from
higher authority that would be of interest to them.

36

0

34

7

Have confidence in my ability and proceed with
assurance.

53

0

25

0

My men are encouragedto express their opinions
about policies and plans of my operations.

25

0

49

4

14.

Feel capable of quickly recognizing others' ability.

23

1

55

0

15.

Feel that I am a disciplined, rigorous, and
incisive thinker.

15

3

57

4

16.

Am able to see things from the other man's viewpoint.

53

0

25

1

17.

Feel my approach is analytical and systematic in
performing my work.

34

2

40

3

9.
10.

11.

12.

13.
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Criteria
12
3
4
18.

Constantly endeavor to improve methods of measure¬
ment and to develop new ones.

54

3

18

4

Provide encouragement and support to my men to
help them grow.

34

0

41

4

Am able to show my men how their work as an
individual fits into the entire picture.

27

1

43

8

My men clearly understand how I appraise their
performance.

17

1

49

12

I feel I have a strong will to succeed despite
obstacles.

19

0

56

4

Have an impersonal, cool, and objective viewpoint
in evaluating situations and problems.

25

3

43

8

8

3
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4

Am able to organize my time as a manager, allotting
suitable time for various needs of my operations.

36

1

35

7

Know exactly where work of my operations stands in
terms of goals, schedules, and budgets

30

2

41

6

Talk things over with other people before making
decisions affecting them or their activities.

40

1

36

1

28.

Men can rely upon me to make timely decisions.

14

0

60

5

29.

Do more than my job calls for.

21

0

55

3

30.

Keenly aware of company philosophy,
and organizations.

44

1

33

1

31.

Intellectually alert to economic and political trend. 55

0

21

3

32.

Am able to encourage a free exchange of information
between the people in my operations.

28

0

41

4

33.

Extensively cooperate in group projects.

15

2

60

2

34.

Utilize an accurate and impersonal approach in
criticizing performance.

23

3

44

9

35.

Listen sympathetically to other people's problems.

21

1

51

6

36.

Readily adaptable to new situations and people.

34

1

43

1

19.

20.

21.

22.

23.

24.

25.

26.

27.

Feel that I am known for a warm and friendly
personality.

policies,
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Criteria
37.

Readily admit when I may have been mistaken.

_J16

38.

The objectives established for my operations
are clearly understood.

20

2

51

6

Plans for my operations are translated into
specific tasks, schedules, and budgets.

34

2

39

4

Effectively distribute work to avoid overlap,
and gaps, and select men carefully

21

1

51

6

My operations are characterized by a high
set of standards.

21

1

56

1

37

0

42

0

Plans for my operations reflect my forward
planning to improve functions of my operations.

37

1

33

8

44.

Apply sound principles of organizations.

42

1

26

10

45.

Delegate decision-making as much as possible.

40

3

32

4

46. Feel that 1 respond to the challenge of competition.

25

0

53

1

47. Have a good knowledge of our product and our part
in producing it.

15

0

60

4

48. Promptly make "difficult" personal decisions
before work of my operations suffers unduly.

17

0

58

4

49.

Consider feelings and needs of others.

25

1

52

1

50.

Am able to effectively match men and

21

0

51

7

39.

40.

41.

42. Have the courage to express my personal opinion
which may be different from others or that of
higher authority.
43.

jobs.

51. Participation in management development programs
stimulates my interest in problems of other company
departments.
52.

_2
0

_J3
62

_4
1

67

Have obtained a useful knowledge of business con¬
cepts that I can use effectively as a result.

69

1

6

3

53.

Do my job more effectively and efficiently.

63

0

15

1

34.

Am more valuable to the company because of this
management development program.

70

1

7

1

55.

Can make better-faster decisions.

4-5

1

28

5

56.

Have an excellent working relationship with others.

26

0

52

1

Although four number criteria were used to obtain data,
it is intended here to consider only criterion one and criterion
three forthe purposes of analysis.

The response reported for

criterion two and criterion four was so small in relation to the
others that it seemed logical to disregard its effect on the total
results observed.

To establish the necessary degree of assessment

of the characteristics indicated, it was decided to determine which
questions resulted in the greatest number of changes as seen by the
participants.

The following information summarily compares this

data in the context of General, Professional, Analytical, Ethical,
and Personal characteristics.

Changes reported by individuals sixty or more times
By far the greatest number of changes were reported by par¬
ticipants in answering questions fifty-one, fifty-two, fifty-three,
and fifty-four.

This response emphasizes uhe fact that these program

have attained most of their primary objectives: to develop interest
in other department’s problems; to obtain new business knowledge; to
improve job performance; and to become more valuable uo the company.
It seems obvious that when these changes did not occur, as some
reported by uhe use of criterion three, the individuals may have had
an indifferent attitude during sessions of these programs, did not
feel that they got out of the programs what they expected to, or thau
the rewards were less than anticipated.

To
Changes reported by individuals fifty-tive to fifty-eight times
Questions receiving the second largest number of mentions
were three, twelve, eighteen, and thirty-one.

The first of these

connotes expectations of promotion which reinforces the analysis
of the selection-promotion described in a previous chapter.

The

others suggest that certain general managerial skills and personal
characteristics have been developed successfully in the individual.
About one-half of the participants implied that confidence in their
ability had not been increased, that about one-third of them saw
no change in their ways of improving methods of measurement, and
that intellectual alertness to economic and political trends had
not been materially improved as a result of the program.

Changes reported by individuals forty to forty-eight times
The third largest response was to questions four, twentyseven, thirty, forty-four, forty-five, and fifty-five.

Although it

seems that a larger response should have resulted, the data revealed
that the participants’ faster-better decisions and their delegation,
application of sound business principles, awareness of company philos¬
ophies, and capacity to effectively weigh alternatives were all some¬
what improved.

Two-thirds of the total respondents saw no change

when answering three of these questions, and three-fourths of them
responding to the remaining three questions found that no change nad
occurred.
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Chances reported by individuals thirty-six to thirty-nine limes
The response to questions eleven, twenty-five, forty-two,
and forty-three revealed that there were almost an equal number of
men finding changes as those finding no changes in keeping subordi¬
nates informed, actually having or acquiring new organizing skills,
and already having this ability, or developing such capabilities as
a result of the university program.

Similarly, almost an equal

number of men voiced confidence in having the courage to express their
opinions in the face of challenge as those men who saw no change.
This could result, by coincidence, from an equal distribution of
senior individuals and junior executives comprising the student mix.

Changes reported by individuals thirty to thirty-five times
The fifth largest response encompassed questions two, six,
ten, seventeen, nineteen, twenty-six, and thirty-six which covered a
mix of all the categories except Personal.

Again, an equal number of

respondents saw changes or no changes in their ability to communicate
with subordinates effectively.

It was interesting to find that when

fifteen individuals did not see changes, there were ten who did see
changes occur in the following areas:

subdividing work elements

effectively, knowledge of subordinates1 contribution, optimizing work
elements and methods, encouraging and supporting growth of subordi¬
nates, always on top of the job, and readily adaptable to new situ¬
ations.

In the researcher’s opinion, the larger numoer of men seeing

no change compared to those who did see changes here would obviously
occur when such participants had actually been in operating manager¬
ial positions for some length of time.

Changes reported by individuals twenty-five to twenty-nine -Dimes
The response of this frequency was to questions one, five,
seven, eight, thirteen, twenty, twenty-three, thirty-two, thirtyfive, forty-six, forty-nine, and fifty-six which embraced a mix of
all categories.

It appeared that for each nine responses, six

respondents saw no change compared to three who saw changes in
calmness under pressure, in maintaining a cool objective viewpoint
in evaluating problems, the response to competition, optimizing
checks on work progress, and encouraging the exchange of information.
A similar response was indicated for questions relating to the en¬
couragement of subordinates to express their opinions, manager-subordinate relationships, and a greater consideration for the feelings
and viewpoints of others.

Only in establishing goals and depicting

the subordinates’ role in the operations was there a somewhat greater
number of mentions of no changes observed.

Changes reported by individuals twenty to twenty-five times
The questions ranking seventh in response were ten, fourteen,
twenty-nine, thirty-four, twenty-eight., forty, forty-one, and fifty.
Twice the number of men found no changes compared to those finding
changes in criticizing performance of subordinates and in awareness
of the degree of subordinates’ contributions.

A greater number of men

saw no change compared to those seeing changes in their quick recogni¬
tion of other people’s ability, effective matching men and joos, opti¬
mization of work distribution, and their estaolishment of nigh stand¬
ards for operations whose objectives are clearly understood.
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Changes reported by individuals twenty times or less
The least response for changes seen was in answer to
questions fifteen, twenty-one, twenty-two, twenty-eight, thirtythree, thirty-seven, forty-seven, and forty-eight.

Four times the

number of individuals saw no change as compared to those seeing
changes in contribution to group projects, rigorous disciplined
thinking, quickness to admit mistakes, product knowledge and their
part in producing it, and making prompt difficult personal decisions
before problems arise and with subordinates relying upon their
timeliness.

Those having a will to succeed and a certainty that

subordinates understand appraisal of performance outranked those
seeing a change by almost three to one.

From this comparative response, it is evident that there
was at least one particular area in each category that all the
seventy-nine respondents felt was significant.

The close correlation

of these in the five categories is shown in Table 12 for changes
observed and for no changes observed in the participants.

TABLE 12
CORRELATION OF CHANGES

Men Seeing a Change Because of the Program
Characteristic

Question

Times Mentioned

Percent
of Total

General
Broadening
Outlook
Thinking

5^
31
q

70
55
58

88.5
63.1
73.5

Professional
Knowledge
Competence
Managerial Skills

52
53
18

69
63
5^

87.6
79.9
68.4

Analytical
Problem-solving

4

48

60.9

Ethical
Human Relations

27

4o

50.6

Personal
Stimulation
Self-respect

51
12

67
53

85.O
67.2

Men Seeing No Change Because of the Program
Characteristic

Question

Times Mentioned

Percent
of Total

General
Attitude

46

53

67.I

Professional
Managerial Skills
Competence

33
41

60
56

76.0
70.8

Analytical
Organizing Work

4o

51

70.3

Ethical
Human Relations
Obligations of Managers

24
48

64
58

81.0

Personal
Relative Values
Self-respect

37
15

62
57

78.5
72.2

73.6
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Both of these comparisons are indicative of ohe fact -chat
university programs have the least value for those in need of
instruction to remedy any deficiencies.

Although programs are thought

to have the highest value for men likely to be promoted, the evidence
here clearly indicates that all elements of any program will not
satisfy all the demands imposed upon it.

Significantly, the analysis

here indicates that the program effects on the men responding to a
large extent influences their reaction to the program.
Some companies had indicated that their executives were not
always free to experiment with new techniques derived from exposure
to university management development programs.

This fact had a decid¬

ed effect upon the response and reactions of several participants in¬
terviewed who exhibited keen disappointment in the opportunity to use
their new knowledge.

In one case, the individual indicated that it

seemed a great waste of manpower and money to send men to programs.
Other men observed that some dare not express skepticism for fear
that they would incur adverse judgments against themselves.

It also

seems that the pleasure in recognition which initial selection for
such a program provides greatly influenced some of the reactions noted.
Individuals may also have been pleased with the social life of the pro¬
grams and association with other men of congenial experience and out¬
look from other companies.

Critics of these programs might question

why participants would not favorably respond to an opportunity to
attend a program with full salary and expense account with no possibil¬
ity of failure or any requirement to study.

While this presumption

might excite one's fancy, the predominating evidence obtained in
this thesis study indicates that the participants worked hard at
their studies.

When asked during the field research about the amount

of reading and written work involved, the men reported that reading
was quite heavy, written work somewhat limited, and the entire
schedule demands were moderate to heavy.
The majority of men participating in these programs have
spent a greater part of their careers seeing themselves contributing
to their company's success and they undoubtedly derive a great sense
of achievement from being productive on the job.

Not only have uni¬

versity screening methods and the maturity of the men selected for
these programs minimized the admission of ’'playboys", but the re¬
sults themselves in all programs are also positive indicators to
preclude negative reactions on such programs.

Because of this, it

can be concluded that the results of the participant's university ex¬
perience are inextricably entwined with company and other influences
which can either support or negate the impact of the program on the
individual.
The Participant's Criticisms

Because selection of the particular university course invar¬
iably rested with others in a company, the researcher attempted to
obtain their men's reactions to program content, method of presenting
material, and other related elements of the university program.
The general reactions received during interviews and from
letters indicated that about three-fourths of them ielt that present
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programs were satisfactorily meeting theirs and. their companies’
needs.

If this were not true, there obviously would be no continued

participation in them by companies.

The remaining one-fourth of

the respondents, depending upon their industrial occupation, strong¬
ly advocated program orientation or a diversity in the program to
emphasize the following:

Marketing and Financial Analysis
Combination of Case Studies and Lectures in General
Business and the Philosophy of Management
Increased emphasis upon seminars and the exchange
of knowledge in the university class sessions

A small number of men indicated that they would like to attend anoth¬
er course in about three years since all the programs seem to be con¬
stantly changing.

Although empirical evidence is not available from

this research study, information from the field research activity
suggests that those who attended relatively short programs aspire to
attend longer programs such as those at Harvard for additional educa¬
tion or for recognition.

Three men who attended a program using

lectures indicated they would like to attend a different type of pro¬
gram in the future, possibly one using cases.

Most of the men felt

the program that they attended was about '"right" in length but thought
three or four weeks for short courses and five or six weeks for long¬
er courses was the most appropriate.

There was little in the way of

criticism of faculty competence or their presentation of the course
material.

However, one individual was very emphatic in criticizing

his program as

being too loosely organized and of being a continuous

"good time for all."

Although it was not intended to explore thoroughly ai 1
possible aspects of the participants1 reactions to these programs in
this research study, there was a close similarity to response in the
same areas which were found in a study by Dr. Andrews of Harvard. He
found that certain aspects of university programs were better indica¬
tors than others for appraising their impact upon the individual.
These are ranked in the order of importance as the participants saw
them in the Harvard study.

Reading for the courses
Organized small study groups, conference groups
Informal on-campus discussion with classmates
Class Sessions
Daily associations with roommate, if any
Contact with faculty members outside classrooms

Possibly the most important implication that can be derived from this
information is that class sessions seem of lesser importance than the
use of informal discussion groups and reading for the course.

Since

this Harvard study covered over 1,500 participants in university pro¬
grams in this country and in Canada, it is of particular significance.
Although 'the same study encompasses almost every possible aspect of
university programs, the faults and inadequacies of the programs, as
seen by ninety-seven of the men who were the most critical of course
content, instruction, and organization are shown in Table 13.

o

•^Andrews, "The Effectiveness of University Management Develop
ment Programs," chap. IV, p. 36.

p

Andrews, "The Effectiveness of University Management Develop

ment Programs," chap. IV, pp. 59~60.

TABLE 13
CRITICISM OF PROGRAMS

Subject

Number of

Philosophy and purpose
Administrative problems
Course Content and format
Faculty deficiencies
Living arrangements
Disaffection with classmates
Personal problems
Problems traceable to company situations

16
58
173
59
15

11
9

6

Specific complaints mentioned by more than eight men in
that study are presented in Table l4.

TABLE 14
SPECIFIC COMPLAINTS ON PROGRAMS

Complaint
Whole program pitched too low, subject matter
too elementary
Course too long; as time went on got repeti¬
tious
Program aimed at work assignment; no immed¬
iate knowledge
Faculty inexperienced
University tried too hard to make sure
the men enjoyed themselves
Case method alone not enough; need lectures
Faculty dull and uninspiring
Better selection needed; too great a range
of student capability
Felt out of place; too far above rest in
educational level and ability
Case method not instructive enough; discus¬
sions acre too verbose

Number of Mentions

27
23
21
20

15
15

1^19
8
15

A further determination of the type of program and emphasis on sub¬
ject matter by Dr. Andrews in this same study, revealed that thirty
percent of the respondents preferred the current type program or one
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slight modified.

Emphasis on one or more business areas indicated

below was proposed by forty percent of the other respondents in this
same study.
TABLE 15
PREFERRED PROGRAM EMPHASIS
Subject

Response

Business Policy
Participant's own field
Finance, Accounting, and Qualitative subjects
Human Relations, Personnel

587

328
318
294

(9.7#)

(5 M)
(5.2f)
(4.85.)

Other subject areas such as philosophy, liberal arts, marketing, and
production were not suggested in sufficient quantities to be signifi¬
cant.

It may be concluded from the data just presented that there is

a sharp distinction and diversity of opinion among respondents concern¬
ing an optimum balance of subject matter in a course and the other
elements mentioned here.
Although the changes observed in the participant by ''others''
in this thesis research study are considered in the next chapter, it
is interesting to find that those who are favorably inclined to a
program experience are those who seem to notice favorable reactions in
others on their return to the company.

3Andrews, "The Effectivenss of University Management Develop¬
ment Programs," chap. IV, p. 17*
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CHAPTER

VII

THE CONTROL GROUP STUDY

Although the variation among schools and programs provides
some clue to the nature of the response to these educational exper¬
iences, the preceeding chapter provided evidence that the formal
content of a program was assigned the most value by the participants.
To determine this relationship for all schools or for all programs
would be an impossible task.

Recognizing this fact, it seemed most

desirable to concentrate on programs within a reasonable geographic
location of the University of Massachusetts as a means of establish¬
ing a Control Group for study.
To attain this objective, the seventy-nine cooperating par¬
ticipants responding with completed Questionnaire IIs for the pro¬
grams at Northeastern, Harvard, and Columbia were again contacted
directly to solicit their assistance to provide correlation data for
this phase of the study.
to each man in this group.

A letter. Page 122 , Appendix G, was sent
Two Questionnaire Ills were included with

each letter to these men for completion by "others'', using the same
coding for indentification as before.

Additional copies of this

questionnaire were sent to those later requesting them.

Also in¬

cluded with this letter was a form, Page 122, Appendix H, for comple¬
tion by the participants to obtain personal data for statistical use.
As a result of this approach, forty-one of the seventy-nine
men provided general information on their backgrounds, as well as a
limited number of Questionnaire Ills completed by their superiors,
their associates, and/or "their subordinates.

A greau deal o^ di^-i-

culty was encountered in obtaining this quantity of responses to
Questionnaire II since the participants generally seemed reluctant
to ' have others look at me.”

In other cases the participants, when

contacted by telephone or during an interview, indicated they would
be pleased to have ’ others" complete Questionnaire III but later
reversed their decision.

Some of this reaction may be attributed to

the natural reluctance of the individual to provide any detrimental
impressions in the eyes of his superior, or the possible reluctance
of his superior to cooperate in such a study.
Although it may seem a simple matter to obtain sufficient
valid data for a thesis study such as this, it turned out that this
was one of the most difficult parts of this research effort.

Using

long distance telephone calls to supplement the personal contacts,
a total of twenty-five of the forty-one men in nineteen companies
finally cooperated in having "others" complete Questionnaire III.
These men, part of the seventy-nine men originally cooperating,
became members of the Control Group used in this research study.

The

personal statistics obtained for the entire group of forty-one men
shown in Table 16 is representative of those for men in the Control
Group who are part of those in the nineteen companies mentioned.

69

TABLE 16
BACKGROUND OF MEN IN THREE UNIVERSITY PROGRAMS

Age Range
35 or
36 to
4l to
45 or

under
40
45
over

Education
No Degree
Bachelor’s
Master’s
Doctor’s

Number
of Men
6
8
12

15

Field
Industrial Relations
Sales/Marketing
Engineering
Accounting
Manufacturing
General Management

Number
of Men
4
26

Men in Functions
at Time of Course

2

Field

Year of Course
Participation

6
7
1
3
21
Men Now in
Same Job

Industrial Relations
Sales/Marketing
Engineering
Accounting
Manufacturing
General Management

9

3

1
5
5

0
2
15

Number
of Men

3

1964
1963

31

1902

2

1961
Before 1961

3
2

A review of this data provided by these men indicates that eighteen
attended 13-week programs, eight attended 7-week programs, thirteen
attended 6-week programs, and two attended 2-week programs.

It was

found that most men were over 40 years of age, held bachelor’s degrees,
completed a program in 1963* and had been promoted within two years
of program completion as described in a previous chapter.

This, then,

is the typical background of men in the Control Group in this study.
Forty questionnaire received from fourteen of the partici¬
pants ’ superiors, from thirteen associates, and from thirteen sub-
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ordinates reflect the ’'changes" seen in the twenty-five men comprising
the Control Group.

These totals were derived from the coding on the

bottom of each Questionnaire III.

The analysis of this data obtained

provides significant information and the generation of new quantita¬
tive and qualitative information on university programs.

Comparison of Changes by Category

To place this data in the proper perspective and to evaluate
it in terms of the categories used in Chapter VI, the differences seen
in these elements indicates some diversity of opinion between observer
and the participant himself.

It was felt that since there is very

little in the literature published on this subject, an analysis of the
response by superiors, by associates, and by subordinates and corre¬
lated to that of the participant would make it possible to generate
hypotheses on changes, positive in nature as they turned out to be.
The reported general differences in perception, attitudes,
interests, and the changes in the individuals in this Control Group
is now presented in Table

17•
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TABLE IT
CHANGES SEEN IN THE CONTROL GROUP
IN QUESTIONNAIRES II AND III

Number of Mentions
Participant Others

Category
General
Thinking and attitudes
Broadening
Point of View
Outlook

Professional
Knowledge of Business Probs.
Managerial Skills
Competence on Job
Insight Into Bus. Practices
Analytical
Independence of Thought
Analysis and Problem-solving
Objectivity, Organizing
Decision-making
Ethical
Human Relations
Political, Moral Relations
Obligations of Managers
Personal
Self-respect and Enthusiasm
Stimulation in all areas
Renewed Vigor

13
39
34
21

43
63
4l
23

15
42
52
22

36
30
35

IT
25
3

$ Change Seen by:
Participant Others
19-3

20.9

30.5

26.9

23.6

23.T

18.2

IT.2

8.4

11.3

23
53
32
36

52
6l
49
23

12
49
68
34

48
22
48

34
35
9

The Comparison of Change s Seen by Others

The character of these results of the formal substance of uni¬
versity management development programs is_ closely related to the favor
ability of response by participant and observer alike.

The ideal situ¬

ation, which rarely exists, is one in which the participants and the
observers support each other’s view of the programs.
Since coding used in this study permitted identification of the

response by "others’

to a specific participant, in the Control

Group,, the observed similarities and differences reported in
Questionnaire III were summarized for comparison.

Only the like

responses of each participant and his observers were then combed
from this data.
The frequency of affirmation of these same positive
changes noted by both the participant and observers is presented
in the following three pages which repeat questions in Question¬
naire III.

The codes heading the columns indicate the number of

times changes were seen in the participant by:

P
S
A
E

Participant
His Superior
His Associate(s)
His Subordinated)

In addition, those who were undecided if a change occurred are al
shown in the last column.
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A

E

Undecided

Questionnaire III

7

2

2

5

No. times
same changes
seen by:

P

S

1. Schedules and plans that he follows are used
as tools to maintain check on the progress of
his work.

10

2. Men under his direction clearly understand the
authority and the responsibility given them.

10

3. He is interested in and capable of assuming
more responsibility.

15

10

8

8

2

4.

12

7

0

5

9

In decision-making, he spends time in
analyzing data and relevant factors only in
proportion to their importance to the problem.

5.

He is able to maintain a calm and poised
approach under pressure.

6

3

3

2

2

6.

To optimize completion of tasks, the
work is logically and effectively broken
down into component elements.

12

7

0

0

4

7. He is able to establish challenging goals
and to go all out to achieve them.

8

7

5

2

5

8.

He appears to have the drive and ability
to obtain prompt results.

4

7

3

2

2

9.

He makes a point of keeping his immediate
superior fully informed.

11

7

3

6

7

10.

He has a good knowledge of the contribution
of each individual reporting to him.

10

5

3

6

6

11.

He keeps his subordinates advised on
information from higher authority that may
be of interest to them.

10

6

3

6

1

12.

He has confidence in his ability and
proceeds with assurance.

13

8

8

6

3

Undecided
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Ho. times
same changes
seen by:

2 JL
13.

His men are encouraged to express their
opinions about policies and plans of his
operation.

5

5

2

3

0

Ik.

He feels capable of quickly recognizing, and
does, the ability of others.

5

3

3

3

5

15.

He is a disciplined, rigorous, and incisive
individual•

6

1

k

11

10

16.

He is able to see matters from the other
person’s viewpoint.

15

1

5

3

1

17.

His approach is analytical and systematic
in his work responsibility.

13

8

3

k

k

18.

He constantly endeavors to improve his
methods of measurement and develops new ones.

20

9

7

8

k

19.

He provides encouragement and support zo his
subordinates to help them grow.

3

5

5

20.

He is able to show his men how their individual
work fits into the entire picture.

0

3

2

8

21.

His nen clearly understand how he appraises
their performance.

12

2

1

22.

He has a strong will to succeed in spite of
obstacles.

6

2

2

6

23.

He has an impersonal, cool, and objective
viewpoint in evaluating situations and problems.

6

2

0

7

2k.

He is well known for a war and friendly
personality.

0

2

k

25.

He is able to organize his time as a manager,
all.0ting suitable time for needs of his
operations.

15

8

3

7

7

26.

He knows exactly where the work of his
operations stands in terms of goals,
schedules, and budgets.

10

9

0

3

5

8

Undecide-'
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Ho. times
same changes
seen by:
_P _S _A

3

7

6

13

0

6

10

1

2

4

2

He is keenly aware of company philosophies,
policies, and organization.

H

7

7

7

3

31.

He is intellectually alert to economic and
political trends.

17

7

0

7

5

32.

He is able to encourage a free exchange of
information between people in his operations.

12

3

0

4

5

33*

He cooperates in and contributes to group
projects and activities.

5

3

2

0

8

34.

He uses an accurate and impersonal approach
in criticizing performance.

5

3

0

1

1

35*

He listens sympathetically to other people's
problems.

8

0

5

3

1

36.

He is readily adaptable to new situations and
to new people.

1

3

3

3

3

37*

He readily admits when he may have been
mistaken.

6

0

2

3

6

38.

The objectives he establishes for his
operations are

7

1

0

6

6

39.

The plans for his operations are transferred
into specific tasks, schedules, and budgets,

17

7

4

7

2

40.

He effectively distributes work to avoid
overlap and gaps, and selects men carefully
to perform it.

9

2

2

7

1

41.

His operation is characterized by a high set
of standards.

7

2

3

5

5

27.

He talks things over with other people before
making decisions affecting them or their
activities.

28.

His men can rely upon him to make timely
decisions.

29.

He does more than his job calls for.

30.

11

4

1

p

s

A

E

Undecided
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He has the courage to express his personal
opinion which may be different from others
or higher echelon.

5

2

6

4

6

43

Plans for his activity reflect his forward
planning to improve overall functioning of
his operations.

11

3

6

5

2

44.

He applies sound principles of organization.

13

9

7

3

9

45

He delegates decision-making as much as
possible to his subordinates.

12

3

6

5

o

46.

He actively responds to the challenge of
competition.

6

3

4

4

47.

He has a good knowledge of the product and
the part of his operations in producing it.

5

3

2

6

8

48.

He promptly makes "difficult” personal
decisions before the work of his operations
suffers unduly.

7

2

0

3

7

49.

He considers the feelings and the needs of
others.

6

1

2

3

50.

He is able to effectively match men with jobs.

5

1

3

0

6

51.

Participation in the management development
program has stimulated his interest in problems
of other department operations in the company.

18

8

8

9

3

52.

He has a useful knowledge of business concepts
that did not previously exist.

23

9

7

8

2

53.

He does his job more effectively than before.

19

10

8

10

s

54.

He is more valuable to my coup any because of
participation in this program.

22

10

7

10

7

55.

He is able to make faster-better decisions.

16

9

3

6

0

56.

He lias an excellent working relationship
with others.

8

8

3

5

0

Ho. times
same changes
seen by:

42

.

.

To further relate these changes which were observed in the
men of the Control Group, this response was examined for uhe same
characteristics used in Chapter VI for the seventy-nine men;

G
P
A
E
p

General
Professional
Analytical
Ethical
Personal

The affirmation of the same changes seen by both the participant
and observer using these characterisitics is shown in a table which
follows.

The summation of this data by groups is presented in

decreasing order of participant response to the "changes more applic¬
able now than before" as the participant saw them most frequently
occurring.

The largest response is in Group 1.

The percentage of

times the same changes were noted by the observers in his company
are also shown and those who were undecided reported as well.

As

a point of reference in this analysis, the numerical response for
each question is converted into a percentage based on the participant
reported response, established at 100$.
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In Group 1, the greatest changes reported, by superiors were for
questions three, fifty-three, and fifty-four indicating that the partic¬
ipant is capable of assuming increased responsibility, he does his job
more effectively, and is more valuable to his company because of partic¬
ipation in the program.

It seems that these desirable changes in the

participants were apparent to only one-third to two-thirds of the ob¬
servers, depending upon whether the questions fell in the professional
or general areas.

Although this data concerns twenty-five of the

seventy-nine respondents, it is interesting to note the percent change
observed as shown in Table 19.

TABLE 19
PERCENT CHARGES SEEN 3Y CATEGORY

Category
General
Profe ssional
Analytical
Ethical
Personal

Percent Change Seen By
Total Respondents
Control Group
26.5
25*6
18.2
19.6
10.1

Observers

19.3

20.9

30.5
23.6
18.2

26.9
23.7
17.2

8.4

11.3

An analysis of the detailed data provided by the respondents indicates
that both the Control Group members and the observers saw the greatest
and least changes in the following characteristics, ranked in order of
times reported.
Greatest Changes

Least Changes

Managerial Skills
Objectivity in Organizing
Knowledge of Business Problems
Analysis and Problem-solving

Point of View'
Political and Moral Relations
Independence of Thought
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This positive affirmation of changes seen by both is noteworthy
for this sample of men in the Control Group, but could possibly be some¬
what different with a larger statistical sample.

The inferences that

i'

may be drawn from this data is that one of the most important reasons for
sending men to programs and improving their skills was largely met in
these programs at Northeastern, Harvard, and Columbia.

The other large

changes mentioned above may be considered secondary objectives and the
least changes seen are in the "broadening” areas which is to be expected
in these management development programs.
From the data obtained, and the detailed responses to Question¬
naires II and III, it is apparent that the participants saw the greatest
single change to be in Managerial Skills.

On the other hand, the observ¬

ers saw the greatest single change to be in Objectivity and Organization.
Perhaps one might draw the conclusion, and rightly so, that the change
seen by the observers is the result of the change seen by the participant.
How true this may be of the multitude of other criteria that might be
employed in future studies could constitute an interesting and provocative
study in the future.

Characteristic of some of the responses by partic¬

ipants during the field research activity that support and implement the
changes recited above are as follows:

"Problems which seemed extremely important before, now seem
less urgent."
"•..have done considerable more reading...have a better under¬
standing of how to integrate rather than compromise.'
"Verbal acceptance of this new management philosophy was easy,
but the use of these concepts in operations just didn't seem
to apply."
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'’There actually has been little change since I have
already been exposed to most of the material; however
I guess it has really been a broadening experience,”
”1 have a better understanding of the importance of
planning and consequently have been able to get more
results.. .main benefit.. .maJdLng balanced decisions."

The evaluation of changes by the responses to each question,
their comparison by category, and the total correlation presented here
all give rise to a positive assurance that "changes" in participants
can be evaluated regardless of the size of the sample of data.

Although

the results here are based on data obtained in this particular sample of
forty-three percent of participants in the three programs, the data pre¬
sented is valid and emphasizes the fact that hypotheses can be generated
about "changes" in participants in such programs.

It is obvious that the

characteristic responses are measurable, that the questionnaire-interview
technique is an excellent approach to use for such data collection, and
that company climate and other external influences can directly affect
the results seen in such a study.
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CHAPTER

VIII

SUMMARY AND CONCLUSIONS

The basic objectives established in the study were to examine
the development of university management development programs, their
content and presentation of subject matter, and their impact upon the
individual and his company.

To reach these objectives, the researcher

studied the reported changes seen in the participants by themselves
and others in their companies after completing a program.

The total

discernible effects were recognized and assessed and the character
of the company climate and management philosophy which influenced
identifiable changes in the participant provided a base for analysis
of the data obtained.

These were viewed in the light of constantly-

changing company need for, and the sustained use of, university manage¬
ment development programs, and the implementation of corporate programs
in three companies.

All of these things provided information and data

upon which is predicated the fact that " changes" in participants in
university programs are measurable.

ummary

Within the particular area of study, these changes provided the
basis for study to support the researcher’s contention that there is. a
way to measure changes in the participants in university programs after
their return to their companies.

While the approaches used in the Control

Group study are not intended to be a panacea for those seeking to study
or to evaluate university programs in part or in their entirety, one

results obtained here nonetheless provide a certain contribution to
knowledge•
In analyzing the information obtained, the researcher found
that no single university program fulfilled all the needs nor met at 1
the requirements of the participant and his company, but any program
would materially contribute to the development of the individual.

Be¬

cause university programs vary considerably even among themselves, it
was found that the character of the program and related elements, the
inherent differences in men, and the differences in their backgrounds,
have a decided effect upon their reactions to programs.
The evidence available from companies indicates that partici¬
pation in such programs is not a fad and the greater numbers of partic¬
ipants in them is evidence enough that programs are used to do what the
companies cannot do well themselves.

There were repeated affirmations

that programs were selected to broaden the individual., to increase his
managerial skills, his competence on the job, his knowledge of business
problems, and to expose him to the thinking and philosophies of men from
other companies.

Although varied reasons for sending, or not sending,

men to programs were given by top management of many ccoipainies, object¬
ives most generally reported as being sought by them were to improve
the individual's point of view of his job, of his company, and of bus¬
iness in general.

A review of non-university programs suggested that

they have a necessary place in a company's formal or informal program
for management development, the objectives of which often do not differ
greatly from those of university programs.
The problems in obtaining the cooperation of company top manage-

lUD

iaent in this research study are almost as significant as the seeming
inability of some companies to devise a means of evaluating the impact
of these university programs on their men.

In contrast to this, it was

found that a great many companies and individuals were extremely inter¬
ested in and cooperated extensively in this study.

To validate some of

the company responses and participant reactions, it was found that the
questionnaire-interview technique admirably fulfilled this requirement.
In testing some of the participant response, it appeared to
most of them that selection for a program implied promotion sooner or
later, contrary to company beliefs.

There seemed to be many positive

indications that promotions of most participants did occur within two
years after completion of a program, and that company post-program
environments and the potential use of their new knowledge had a decided
influence on the individual's favorable reaction to this experience.
Definitive characteristics in the individuals were seen to emerge
as a result of the data obtained from questionnaires completed by
seventy-nine participants responding in this study.

The nature of the

responses indicated that the Ethical and Personal elements of this study
complemented the broadening so frequently mentioned by the men; the
greatest percent change seen in themselves by all participants was in
their increased knowledge, their competence on the job, and their self¬
stimulation.

The least changes reported by all participants were in

Human Relations and Problem-solving areas.
In the Control Group study of twenty-five of the seventy-nine
men responding, the differences reported in perception, attitudes, in¬
terests, and changes observed by both the participants and "others"

were markedly different in most respects.

The data for each question

on the questionnaires summarily indicated that superiors saw about
two-thirds and the associates saw about one-third the changes seen by
the participants themselves.

For these same questions, the subordin¬

ates and those who were undecided saw only about one-third the changes
reported by the participants.

Those in the Control Group, although

smaller in number than those in other university studies, do provide
a representative sample of typical men attending these three -university
programs as found in Chapter VII.

It did seem that establishing the

Control Group was a necessary and useful instrument for evaluating
changes most effectively and to establish a sound basis for valid
comparisions of data to other university studies.

There was positive

affirmation and supporting data to indicate a close correlation in re¬
sults of such studies in the area of select ion/promotion, participant’s
reaction to programs, and results that companies looked for in them.

Conclusions

Although this research study has been largely focused on the
changes observed in participants in certain university programs, it
would be erroneous to conclude that the implications presented here
apply to every type of program at all universities.

It is also import¬

ant to consider the results which were obtained in terms of the size of
and the nature of the sample obtained together with the oojectives of
this thesis study rather than to draw generalized inferences about all
such programs.

Recognizing the desirability of a larger sample

par¬

ticipants and the concurrent extreme difficulty encountered in oouain-
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ing the cooperation of companies, certain conclusions, nonetheless,
evolved from this study.
The results obtained from the questionnaire and field research
do indicate that perceived changes in those attending university manage¬
ment development programs are measurable and the techniques employed
here to detect them provide desired results.

Undoubtedly, the other re¬

searchers will improve upon the approaches used here or will find dif¬
ferent methods and techniques that will fulfill the needs for new and
continued study in the field of management development.
It is inherently difficult to secure the cooperation of companies
in such studies as this because of obvious proprietary implications about
their personnel, the lack of forseeable need by them to evaluate the im¬
plications of this educational experience, limited funds and personnel
available to assist in such a project, and the anticipated time and effort
that may be involved.

Based on the results obtained in this -thesis study,

the best way to circumvent such a situation is by directly contacting men
who have attended university programs for management development.
In this study, there was conclusive evidence to indicate that
real problems exist in companies failing to recognize the significance
of the impact of selection-expectations of promotion of those partici¬
pating in ’university programs.

It was also found that the re-integra¬

tion of the participant into the company environment after attending a
program and the recognition of his new potential by company management
was rarely given adequate consideration.

The researcher found that the

manner in which these problems were handled in a company environment is
important; it can either sabotage such a program or it can significant-

1C9
ly enhance the results which are being sought.
Widely varying opinions do exist among universities concerning
the objectives, the program content, and length of these programs.

How¬

ever, the predominant response by participants surveyed indicated that
selection of course material should be left to the university, the ob¬
jectives jointly established by universities and companies alike, and
that program duration should be about six or seven weeks in length.
Although the precise value of such programs may be debatable and their
impact upon individuals indeterminate according to many, it is selfevident from this study and other evaluations of university programs
cited that they are indeed a necessity.
It should also be pointed out that the use of university manage¬
ment development programs by companies should be accompanied by rnodesu
expectations but recognition of its place be influenced by beliefs that
changes in organization structures and increases in competition in the
market place require different or more advanced management skills, that
long-range objectives of a company can best be served by the development
of its management staff, that companies can be better managed than they
are presently, and that encouragement of personal growth of ius execu¬
tives is necessary to support and to reinforce such company oojectives.
Yet, there are many unanswered questions embracing new areas
beyond those examined here.

Some may be more challenging than others.

Perhaps one could attempt to find out why only ten percent of the
country’s leading companies use these programs, or what effect the level
of prior education of a man may have on his ingestion of university pro¬
gram material, or what post-program environment in companies really
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exist, or on what basis should a company match men and university pro¬
grams.

Undoubtedly there are many more important areas that may also

be considered beyond these which seem to have emerged from this study.
Future research studies must tale into consideration that there are
differences between companies even within the same industry.
leaders and some are followers.

Some are

It must also be recognized that in¬

dustries are also different and have different sets of needs, e. g.
Sears Roebuck, E. I. duPont deNemours, and Commonwealth Edison have
different sets of needs.

In addition, the historical patterns of a com¬

pany’s development may largely predicate the philosophy of management dev
elopment.

The degree to which management development programs are oo be

employed, and recognition that what the individual learns may be more
important, or less important, than his potential in terms of the company1
applicable philosophy of management.
Finally, it can be concluded that even though the multitude of
bottlenecks and deterrents seemed unsurmountable at mimes, the initial
results quite discouraging, and the manual reduction of data very timeconsuming, the researcher thoroughly enjoyed the challenge presented
by this research study.

APPENDIX A
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Questionnaire I
Executive Review of University
Management Development Programs

I hope your will take time to answer the following questions which will
be a useful tool to evaluate interacting elements in University programs.

1. What are the sets of needs for University Management Development pro¬
grams, or why use them, in your company?
2. What kind of management development program (did you)(do you)have?
3. How do you feel that University Management Development programs can
be realistically evaluated?
4. Men from our company (participate)(participated) in university type
programs at_.
5* How is selection of the participant integrated into over-all corporate
planning and the needs of the individual?
6. How and by whom are participants in such programs selected, and who
are those selected?
7. Is
selection” a reward for past performance, an incentive for future
performance, or a step in a defined path of individual development?
8. What ”people” problems, if any, have arisen by virtue of one person
having been "selected”, and not others?
9. Has a notable improvement in the stature, morale, and enthusiasm on
the part of alumni of such programs been observed alter their return?
10. Has your experience indicated alumni of University Management Develop¬
ment programs expect an automatic promotion/increase after graduating?
11. Are there any instances where participation in such programs has been
detrimental to the interests of your company or the participant?
12. In your opinion, can the individual1 s improved performance, better re¬
sults obtained, and faster-better decision-making be directly attri¬
buted to participation in such programs?
13. If you feel that management development is largely developed through
experience, to what degree should University Management Development
programs be used?

APPENDIX B

112

Questionnaire II
It is suggested that you answer the following questions, keeping in mind
that the changes in the ways of managing be considered rather than to rate
the level of managing.
Please encircle the appropriate number criteria
using the following elements for a guide:
1.
2.
3.
4.
1.

More applicable or more descriptive now than before the course.
Less applicable or less descriptive now than before the course.
No observed change in managing.
Unable to decide since insufficient data is available

Schedules and plans that I follow are used as tools to
maintain a check on progress of work.

2. Men under my direction clearly understand the authority
and the responsibility given them.

1234

1

2

3

4

Am interested in and capable of assuming more responsibility 1

2

3

4

1

2

3

4

1

2

3

4

1

2

3

4

1

2

3

4

1

2

3

4

^

2

3

4

1

2

3

4

11. Keep my subordinates advised on information from higher
authority that would be of interest to them.

1

2

3

4

12. Have confidence in my ability and proceed with assurance.

1

2

3

4

13. My men are encouraged to express their opinons about
policies and plans of my operations.

1

2

3

4

14. Feel capable of quickly recognizing others'

1

2

3

4

rigorous, and incisive thinker.1

2

3

4

2

3

4

3.
4.

In decision-making, I spend time in analyzing data and
factors only in importance to the job.

5. Am able to maintain a calm and poised approach under
pressure.
6. To optimize completion of tasks, the work is
and effectively broken down into components.

logically

7. Am able to establish challenging goals and I go all the
way out to achieve them.
8.

Believe I have the drive and ability to promptly
obtain results.

9.

Do make a point of keeping my immediate superior
fully informed.

10. Do have a good knowledge of the contribution of each of
the individuals reporting to me.

15. Feel that I am a disciplined,

ability.

16. Am able to see things from the other man's viewpoint.

1
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17. Feel my approach is analytical and systematic in
performing my work.

1

2

3

4

18. Constantly endeavor to improve methods of measurement
and to develop new ones

1

2

3

4

19. Provide encouragement and support to my men to help
them grow.

1

2

3

4

20. Am able to show my men how their work as an individual
fits into the entire picture.

1

2

3

4

21. My men clearly understand how I appraise their performance. 1

2

3

4

22. I feel I have a strong will to succeed despite obstacles.

1

2

3

4

23. Have an impersonal, cool, and objective approach and
viewpoint in evaluating situations and problems.

1

2

3

4

24. Feel that I am known for a warm and friendly personality.

1

2

3

4

25. Am able to organize my time as a manager, allotting
suitable time for various needs of ray operations.

1

2

3

4

26. Know exactly where work of my operatikns stands in terms
of goals, schedules, and budgets.

1

2

3

4

27. Talk things over with other people before making
decisions affecting them or their activities.

1

2

3

4

28. Men can rely upon me to make timely decisions.

1

2

3

4

29. Do more than my job calls for.

1

2

3

4

30. Keenly aware of company philosophy, policies, and
organization.

1

2

3

4

31. Intellectually alert to economic and political trends.

1

2

3

4

32. Am able to encourage a free exchange of information
between the people in my organization.

1

2

3

4

33. Extensively cooperate in group projects.

1

2

3

4

34. Utilize an accurate and impersonal approach in
criticizing performance.

1

2

3

4

35. Listen sympathetically to other people's problems.

1

2

3

4

36. Readily adaptable to new situations and people.

1

2

3

4
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37. Readily admit when I may have been mistaken.

12

3

4

38. The objectives established for my operations are
clearly understood.

12

3

4

39. Plans for my operations are translated into specific
tasks, schedules, and budgets.

12

3

4

40. Effectively distribute work to avoid overlap, and
gaps, and select men carefully.

12

3

4

41. My operations are characterized by a high set of standards.

1234

42. Have the courage to express my personal opinion which may
be difference from others or that of higher authority.

1234

43. Plans for operations reflect my forward planning to
improve functions of my operations.

12

3

4

44. Apply sound principles of organization.

12

3

4

45. Delegate decision-making as much as possible.

12

3

4

46. Feel that I respond to the challenge of competition.

12

3

4

47. Have a good knowledge of our product and our part
in producing it.

1

2

3

4

48. Promptly make "difficult” personal decisions before
work of my operations suffers unduly.

1

2

3

4

49. Consider feelings and needs of others.

1

2

3

4

50. Am able to effectively match men and jobs.

1

2

3

4

51. Participation in management development programs stimu¬
lates my interest in problems of other company departments.

1

2

3

4

52. Have obtained a useful knowledge of business concepts
that I can use effectively as a result.

1

2

3

4

53. Do my job more effectively and efficiently.

1

2

3

4

54. Am more valuable to the company because of this
management development program.

^

2

3

4

55. Can make better-faster decisions.

1

2

3

4

56. Have an excellent working relationsnip with others.

1

2

3

4
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APPENDIX C
Questionnaire III
It is suggested that you answer the following questions, keeping in mind
that the changes in the way the individual manages be considered rather
than to rate him as a manager.
Please encircle the appropriate number
criteria using the following elements as a guide:
1.
2.
3.
A.
1.

More applicable or more descriptive now than before.
Less applicable or less descriptive now than before.
No observed change in managing.
Unable to decide if there is a change.

Schedules and plans that he follows are used as tools
to maintain a check on the progress of his work.

123

A

2. Men under his direction clearly understand the authority
and the responsibility given them.

123

A

3. He is interested in and capable of assuming more or
increased responsibility.

123

A

123

A

123

A

123

A

7. He is able to establish challenging goals and to go all
out to achieve their objectives.

123

A

8. He appears to have the drive and ability to promptly
obtain results.

123

A

9. He makes a point of keeping his immediate superior informed.

1

A.

In decision-making, he spends time in analyzing data and
factors only in proportion to the importance to the job.

5. He is able to maintain a calm and poised approach
under pressure.
6.

To optimize completion of tasks, the work is logically
and effectively broken down into component elements.

2

u

A

12

3

A

12

3

A

2

3

A

12

3

A

1A. He feels capable of quickly recognizing ability of others.

12

3

A

15. He is a disciplined,

12

3

10. He has a good knowledge of the contribution of each
individual reporting to him.
11. He keeps his subordinates advised on information from
higher authority that may be of interest to them.

12. He has confidence in his ability and proceeds with assurance.1
13. His men are encouraged to express their opinions about
policies and plans of his operations.

rigorous,

and incisive individual.

i 16
16. He is able to see matters from the other's viewpoint.

12

3

4

17. His approach is analytical and systematic in performing
his work.

12

3

4

18. He constantly endeavors to improve his methods of measure¬
ment and develops new ones.

12

3

4

19. He provides encouragement and support to his subordinates
to help them grow.

1234

20. He is able to show his men how their individual work
fits into the entire picture.

1234

21. His men clearly understand how their performance is appraised.1

234

22. He has a strong will to succeed in spite of obstacles.

1

2

3

4

23. He has an impersonal, cool, and objective viewpoint in
evaluating situations and problems.

1

2

3

4

24. He is well known for a warm and friendly personality.

1

2

3

4

25. He is able to organize his time as a manager, allotting
suitable time for needs of his operations.

1

2

3

4

26. He knows exactly where the work of his operations stands
in terms of goals, schedules, and budgets.

1

2

3

4

27. He talks things over with other people before making
decisions affecting them or their activities.

1

2

3

4

28. His men can rely upon him to make timely decisions.

1

2

3

4

29. He does more than his job calls for.

1

2

3

4

30. He is keenly aware of company philosophies,policies,
and organization.

1

2

3

4

31. He is intellectually alert to economic and political trends.

1

2

3

4

32. He is able to encourage a free exchange of information
between the people in his operations

1

2

3

4

33. He cooperates in and contributes to group projects.

1

2

3

4

34. He uses an accurate and impersonal approach in
criticizing performance.

1

2

3

4

35. He listens sympathetically to other people's problems.

1

2

3

4

36. He is readily adaptable to new situations and people.

1

2

3

4

37. He readily admits when he may have been mistaken.

1

2

3

4

33. The objectives he establishes for his operation are
clearly understood by his subordinates.

^

2

3

4
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39. The plans for his operations are transferred
into specific tasks, schedules, and budgets.

1234

40. He effectively distributes work to avoid overlaps,
and selects men carefully to perform it.

1234

41. His operation is characterized by a high set of standards.

1

2

3

4

42. He has the courage to express his personal opinion which
may be quite different from others or higher authority.

1

2

3

4

43. Plans for his activity reflect his forward planning
to improve overall functioning of his operations.

1

2

3

4

44. He applies sound principles of organization.

1

2

3

4

45. He delegates decision-making to his subordinates.

1

2

3

4

46. He actively responds to the challenge of competition.

1

2

3

4

47. He has a good knowledge of the product and the part
his operations have in producing it.

12

3

4

48. He promptly makes "difficult" personal decisions before
the work of his operations suffers unduly.

1

2

3

4

49. He considers the feelings and the needs of others.

1

2

3

4

50. He is able to effectively match men and jobs.

1

2

3

4

51. Participation in the management development program has
stimulated his interest in problems of other departments.

1

2

3

4

52. He has a useful knowledge of business concepts that did
not previously exist.

1

2

3

4

53. He does his job more effectively than before.

1

2

3

4

54. He is more valuable to the company because of partici¬
pation in the program.

1

2

3

4

55. He is able to make faster-better decisions.

1

2

3

4

56.

1

2

3

4

He has an excellent working relationship with others.

Please indicate if you are the individual's: Superior ( ), work with
him ( ), or are one of his subordinates( ).
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APPENDIX D

Presently I am conducting research in Executive Development Programs in con¬
nection with an M.B.A. thesis at the University of Massachusetts.
So that I may evaluate various aspects of this area at the management level,
your kind assistance in completing the attached questionnaires is respective¬
ly requested.
Needless to say, the success of my study would be dependent
upon your thoughtful co-operation and guidance in this area.
The accompanying three questionnaires are part of the program to determine
what, if any, changes in the way of managing are, or have been, observed in
individuals participating in university managerial development programs.
These
questionnaires are a means of gathering, comparing, contrasting, and measuring
observations in many companies from and about managers participating in such
programs.
It is suggested that the observers - if possible - be the five man
listed who are in a position to observe the individuals’ ways of managing for
a minimum of six months:
(a)
(b)
(c)
(d)

The individual
The manager to whom he reports
Two associates with whom he works
A subordinate reporting to him

Questionnaire I is developed to obtain your comments regarding use of such pro¬
grams in your company, their effects upon the operations, and answers to specific
questions concerning individual participants in these programs.
If you can ar¬
range to have no interruptions, this questionnaire can easily be completed in one
half hour.
The proposed objective is to indicate the observed changes, if any,
in the way of managing rather than to rate the individual.
Questionnaire II is devised to obtain the answers of the individual who has par¬
ticipated in such programs to specific questions presented.
I believe these are
self explanatory.
Questionnaire III is oriented for completion by the observers.
(a)
(b)
(c)

The manager to whom the individual reports
Two associates with whom the individual works
A subordinate reporting to the individual

This questionnaire is identical to Questionnaire II except for wording orientec
to the "observers” in your company.

2-

-
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The objective of Questionnaires XT and IE also is to indicate observed changes
rather than to rate individuals.
To preserve anonymity, any reference to in¬
dividuals or companies is obviously to be avoided on the questionnaire.
Summay data provided by participating companies will be summarized, compared, and
analyzed and available upon your request when this study is completed.
Since it is necessary for me to complete the thesis on time, you can appreciate
the importance of my having the questionnaire returned as promptly as possible.
Obviously your kind assistance in this entire matter would be deeply appreciated.

Richmond Road
Richmond, Mass
/ngw
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APPENDIX E

Questionnaire I

i hope you will take time to answer the following questions
which will be a useful tool to evaluate interacting elements in
University Management Development programs.

1.

Our company utilizes the following types of Management Development
programs:
( ) University type of_weeks duration.
( ) Part-time courses given at universities.
( ) Seminars given by ( ) our personnel ( ) consultants.
( ) None at all
( ) Other:_

2.

Such programs (are)(are not) desirable.

3.

There (is)(is not) any way such programs can be realistically
evaluated for their benefit to the company.

4.

We can (directly)(not directly) attribute the increase in the indi¬
vidual's improved performance and faster-better decisions to partic¬
ipation in such programs.

5.

We feel that competence in management is developed by:
( ) On the job only
( ) On the job with special courses such as these we utilize.
( ) Rotation of individuals in the company
( ) Other:__

6.

Participants in such programs are selected by_

7.

Selection for participation in such programs is:
( ) Reward for past performance.
( ) Incentive for future improved performance.
( ) Defined path to develop the individual.
( ) Other:_

8.

Such programs are: ( ) too costly
( ) Too General
( ) Of little vame
( ) Fill our needs
( ) Outstanding
( ) Broadening
( ) Should be oriented to specific industries

9.

We rarely can spare a man from his job to send him to university pro¬
grams ( ) yes
( ) no, but find it advantageous to (do so)(not to do so)
when he is being given a new assignment.

They are too (long)(short).
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APPENDIX F

To participants in the University Management Development Program

I have taken the liberty of writing you in connection with the University
management development program which you have recently completed.
Presently, I am conducting certain research in Executive Development
Programs in connection with an MBA degree at the University of Massachus¬
etts.
So that I may evaluate various aspects of this area, your kind
assistance in completing the attached Questionnaire II is respectfully
requested.
Needless to say, the success of this phase of my study
would be greatly dependent upon your thoughtful cooperation in provid¬
ing answers to the questions presented.
This questionnaire is devised to obtain your comments regarding use
of this type of program in your company and to indicate the observed
change in yourself as a result of participating in the program.
It is
suggested that the changes only in the way of managing be considered
rather than to attempt to "rate" your managing ability.
If you may wish to further assist me in providing information (not ab¬
solutely required but helpful), perhaps you could ask a person such as
your immediate superior or an associate with whom you have continuing
contact complete the second questionnaire (Questionnaire III) and mail
it directly to me.
However, I would like to leave this to your dis¬
cretion. You may note the questions are indentical and the changes
only in the ways of managing are the criteria for evaluation.
To preserve anonymity, it is suggested that reference to individuals
or to companies on the questionnaires is to be avoided. Again, allow
me to extend my sincere appreciation for your help in my research project.

Respectfully yours

G. R. Northrup
Richmond Rd., Richmond, Mass.
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APPENDIX G

To Participants in the University Management Development Programs.

I greatly appreciate your recent cooperation in completing a question¬
naire in connection with my MBA thesis at the University of Massachusetts
on Executive Development Programs.
Your kind assistance, just once more, in providing additional data for
the fina1 compilation of statistical information is respectfully request¬
ed.
The attached Questionnaire III is identical to that which you
completed except that the wording is oriented to other individuals.
Would it be possible for you to ask persons such as your immediate super¬
ior or men with whom you have continuing contact complete and return this
questionnaire directly to me? Please understand that this questionnaire
is not intended to rate you as an individual but as in the case of the
previous questionnaire is devised to indicate the observed changes in
your ways of managing.
To preserve anonymity, any reference to individuals or to companies on
the questionnaire is to be avoided. Again, allow me to extend my sincere
appreciation for your help in my research project.

G. R. Northrup
Richmond Rd., Richmond, Mass.

APPENDIX H

General Questions
1. Year I participated in University Executive Development Program_
2. My age at this time:

35 or under ( )
46 to 50
( )

36 to 40 ( )
51 to 55 ( )

41 to 45 ( )
55 or over( )

3. The duration of the course was_weeks.
4. The estimated number of employees in my company at the time was_
5. My position in the company at the time was___
My position in the company now is--6. The highest level of my education is______
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